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ABSTRACT 
 
In the competitive knowledge economy of today it is talented employees who ensure a 
competitive advantage for their company above their competitors.  Voluntary employee 
turnover is said to have a number of negative consequences for employers, such as 
recruitment, selection and training costs, as well as lowered morale in the case of 
employees who stay behind.  Companies and countries such as South Africa have to 
become globally competitive through talented and dedicated employees.  Companies 
should therefore place more focus on the retention and grooming of their internal talent 
since a “war on talent” is being waged between companies for the best talent. 
 
With the looming shortage of talent globally it becomes more important for organisations 
in general and the petrochemical sector in particular to understand why talented and 
dedicated employees voluntarily leave their organisations.  With such insight at their 
disposal, people managers are able to devise appropriate strategies to retain talent for the 
competitive benefit of their own organisations.  
 
The principal objective of this research study was to improve employee retention by 
investigating the influence of career-pathing (career development practices) and other 
selected critical success factors on employee retention.  The study considered how 
employee retention (the dependent variable) is influenced by affective organisational 
commitment, career-pathing, growth need satisfaction, job commitment, affective 
professional commitment, continuance professional commitment and normative 
professional commitment (the independent variables). 
 
The sample who participated in this study consisted of one hundred and one (101) out of 
a possible total of two hundred and eleven (211) respondents from the selected South 
African petrochemical organisation.  The empirical results reveal that affective 
organisational commitment and career-pathing are significantly related to employee 
retention, while all the other variables tested are not significantly related to employee 
retention. 
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CHAPTER ONE 
 
SCOPE OF THE STUDY 
 
 
1.1 INTRODUCTION 
 
Voluntary employee turnover is known to lead to various negative organisational 
outcomes.  One such identifiable outcome is that employee job insecurity hinders the 
development of enduring interpersonal relationships as well as the sharing of job 
knowledge (Reiche, 2008: 676).  Reiche (2008) further argues that voluntary employee 
turnover results in recruitment, selection and training costs as well as lowered spirits 
amongst employees who stay behind. Industry studies in the United States of America 
have estimated the cost of turning over one employee earning $8 per hour at $3500.00 to 
$25 000.00 (Ton and Huckman, 2008). 
 
Kerr-Phillips and Thomas (2009: 82) note the importance of South Africa having to 
become globally competitive.  The urgency thereof is contained in the Global 
Competitiveness Report of 2008 where South Africa was ranked in 53rd position with 
regard to its competitiveness amongst that of 55 other countries.  Crucial to an economy’s 
competitiveness is the availability of suitable skills across a wide array of occupations and 
professions.  In addition, leadership to propel local companies is considered as a crucial 
component of competitiveness. 
 
Organisations that wish to become competitive haveto reach this goal through talented 
and dedicated employees (Pfeffer, 1994 in Kerr-Phillips and Thomas, 2009: 82). While 
global research has indicated the importance of the impact of the skills deficit on a 
country’s competitiveness, not many companies have translated this research into talent 
sourcing and retention strategies (Kerr-Phillips and Thomas, 2009: 82). 
 
On the local front, Du Preez (2002) in Kerr-Phillips and Thomas (2009: 82) found that 
South Africa is facing a widespread skills calamity as far as the retention of its “top talent 
or knowledge workers” is concerned.  The flight of these talented workers results in the 
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loss of intellectual and technical human resources.  This skills loss hampers the economic 
growth of South Africa, as an educated workforce is a cornerstone of economic 
development.  
 
On the international front, Clarke (2001) in Kerr-Phillips and Thomas (2009) identifies the 
critical scarcity of workers and talent across all industries, while Lengahan and Eisner 
(2006) as cited in Kerr-Phillips and Thomas (2009) underline the fact that worldwide 
unemployment rates and concommitant job mobility amplify the skills deficit.  The only 
feasible answer for organisations, according to Kerr-Phillips and Thomas (2009: 82) lies in 
the retention of skills.  The present study therefore exploredan approach that could 
improve the retention of employees in firms. 
 
1.2 PROBLEM STATEMENT 
 
The turnover of employees has potentially harmful consequences for organisational 
effectiveness.  The gravity of the need to understand employee turnover in the chemical 
industry has drawn attention to considering the war for talent amongst companies (Van 
Schalkwyk, Du Toit, Bothma and Rothmann, 2010). 
 
While scholars recognise South Africa’s potential to compete on a global scale, certain 
problems remain serious and need to be surmounted in order to ensure the 
competitiveness of the nation.  Factors such as skills deficiencies as well as the high 
unemployment rate have impeded the availability of skilled individuals to the economy.  
Remuneration of top talent has increased because of the shortage of the supply of such 
talent as well as the brain drain of skilled South Africans to localities such as Europe, the 
United States of America and Australia, according to Peralta and Stark (2006) as cited in 
Van Schalkwyk, Du Toit, Bothma and Rothmann (2010).  South Africa’s chemical industry 
in particular is battling with the concern of retaining skilled human capital, particularly 
those from the previously disadvantaged groups.  It is suggested that staff engagement is 
an effective tool toward retaining such employees (Van Schalkwyk, Du Toit, Bothma and 
Rothmann, 2010). 
 
Bratton and Gold (2003) as cited in Mrara (2010: 19) present the following reasons for 
high employee turnover: 
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 the job not matching the new employee’s expectations; 
 a lack of attention from line managers; 
 a lack of training; 
 a lack of autonomy; 
 a lack of challenge and variety of work; 
 disappointment with promotion and development opportunities;and 
 disappointment with standards of management, including unapproachable, 
uncaring and distant behaviour and a failure to consult. 
 
The problem this study wants to investigate is the inadequate retention of employees at a 
selected South African petrochemical firm. 
 
Conceptual model to increase staff retention 
 
The literature reviewed suggests that attention be given to the following independent 
variables in order to retain employees.  
 
Career-pathing 
 
The selected South African petrochemical firm which is the subject of this study has 
initiated a project through which to design and establish career development pathways.  
These career development pathways are to be developed mainly for jobs that have been 
declared as critical and scarce skills for the company, so as to retain these critical and 
scarce skills for the benefit of the company.  Career-pathing was therefore selected as an  
independent variable to test whether it did in fact significantly contribute to the retention of 
employees (Loff, 2012: 8). 
 
Growth need satisfaction 
 
Motivational theories suggest that people have inherent needs for which they seek 
satisfaction.  In the absence of lower level needs being satisfied people will eventually 
perish.  In the absence of higher level or growth needs not being satisfied people will not 
die, however they will not have sufficient motivation to flourish and achieve challenging 
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goals – the type of motivation envisioned and required for the purpose of this study is the 
motivation to enhance one’s growth needs, or have these growth needs satisfied through 
one’s employer (Bagraim, 2011: 86).  Growth needs satisfaction was thus chosen as an 
independent variable that influenced employee retention because those employees 
seeking the satisfaction of growth needs were not likely to remain in the employ of an 
organisation if they lacked the satisfaction of such needs. 
 
Organisational commitment 
 
Organisational commitment, according to Cunnigham (2011:74), can be appreciated as 
the intensity to which an employee identifies with a particular organisation and its vision 
and is intent on maintaining an employment relationship with that organisation.  Based on 
this definition one can thus deduce that organisational commitment is a central 
contributary factor as it pertains to employee retention. 
 
South Africa has a limited number of petrochemical firms where employees with the 
required expertise can work.  It is therefore important for individual petrochemical firms to 
retain the necessary expertise, such as chemical and petroleum engineers in order to 
maintain competitive advantage.  These experts are highly mobile and sought after in the 
petrochemical industry, hence the importance of retaining them for the benefit of a 
particular firm. 
 
Job commitment 
 
Job commitment points to the degree of psychological identification that a person has with 
his or her job (Cunningham, 2011: 74).  A job has to be designed in such a way that it 
provides sufficient challenges in order to stimulate and keep the employee interested.  
When an employee does not display commitment to a job it may lead to problems with job 
performance and the employee could ultimately be dismissed or resign voluntarily from his 
or her job.  Job commitment was therefore investigated in this study as a contributary 
factor in employee retention. 
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Professional commitment 
 
Professional commitment can be considered as the degree to which one identifies with a 
particular profession.  Those individuals with a large degree of professional commitment 
are distinguished as displaying an unwavering belief in and ratification of the profession’s 
goals, enthusiasm and effort on behalf of the profession as well as a firm aspiration to 
remain in the profession (Cho and Huang, 2012: 34).  Some of the professions found in 
petrochemical firms include accounting, marketing, supply chain management and 
engineering.  Lack of commitment to a certain profession could suggest risk of leaving the 
profession as well as resigning from an organisation, for example an experienced 
chemical engineer departing from his or her profession to enter into livestock farming.  
Professional commitment is therefore explored as a factor that influences employee 
retention. 
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Figure 1.1 shows the dependent variable (employee retention) and the independent 
variables (growth need satisfaction, organisational commitment, job commitment, 
professional commitment and career-pathing) that might influence employee retention. 
 
FIGURE 1.1: CONCEPTUAL MODEL TO IMPROVE EMPLOYEE RETENTION 
 
Growth Need 
Satisfaction
Organisational 
Commitment
Job Commitment
Professional 
Commitment
Career-Pathing
Employee Retention
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1.3 RESEARCH OBJECTIVES 
 
The primary objective of the study was to improve employee retention in a South African 
petrochemical company by investigating selected determinants of employee retention in 
this company.  More specifically, the study investigated career-pathing, organisational 
commitment, professional commitment, job commitment and job growth factors as 
determinants of employee retention. 
 
As a secondary objective, the study also compared the experiences or perceptions toward 
retention of employees not identified for career-pathing with the experience or perception 
of employees who have been earmarked for a career path. 
 
In order to achieve the above-mentioned objectives, the following research design 
objectives were pursued: 
 
- A secondary literature review was conducted on the variables and hypothesised 
relationships in question; 
- A questionnaire was constructed in order to measure the relationships between the 
independent variables and the dependent variable; 
- Questionnaires were distributed to employees in the selected South African 
petrochemical company for data collection. 
- Data were captured in Microsoft Excel format in order to facilitate the interpretation 
thereof. 
- Statistical analysis was conducted of the data using the STATISTICA software 
program. 
- Findings were documented as derived from the statistical analysis. 
- Conclusions were drawn based on the findings from the literature study as well as 
findings from the empirical data. 
 
1.4  HYPOTHESES 
 
The following hypotheses were investigated in this study: 
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H1: Effective career-pathing is positively related to employee retention. 
H2: Organisational commitment is positively related to employee retention. 
H3: Job commitment is positively related to employee retention. 
H4: Professional commitment is positively related to employee retention. 
H5: Satisfying employees’ growth needs is positively related to employee retention. 
 
1.5 RESEARCH METHODOLOGY 
 
1.5.1 Research paradigm 
 
Leedy and Ormrod (2010) point out that a qualitative approach to research generally 
incorporates two universal characteristics.  Firstly, in qualitative research attention is 
centred on phenomena that take place in natural surroundings, which is to say the “real 
world”.  Secondly, those phenomena are intricately examined. 
 
In contrast with qualitative research, Leedy and Ormrod (2010) argue that quantitative 
research entails looking at amounts, or quantities of a particular variable under 
investigation.  They additionally contend that a quantitative researcher is generally 
interested in the measurement of variables, conceivably using measurement instruments 
of the natural world such as rulers, thermometers and oscilloscopes.  Alternatively they 
also make use of meticulously constructed measures of psychological characteristics or 
behaviours such as tests, questionnaires or rating scales.  The above facts seem to 
indicate that the quantitative researcher wishes to quantify certain variables in order to 
test specific hypothesised relationships, whereas the qualitative researcher intends to gain 
an understanding of complex phenomena. 
 
The study follows a quantitative approach, as it statistically investigates the relationships 
between employee retention and selected determinants. A study that covers wide breadth 
therefore needed to be undertaken that calls for deductive reasoning and the use of 
statistical analysis.  Based on these reasons a quantitative approach was followed to 
execute the study. 
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1.5.2 The sampling design 
 
Convenience sampling was used to select about forty-one (41) employees who were 
earmarked for career-pathing and about sixty (60) employees who were not earmarked for 
career-pathing within the selected petrochemical firm.   
 
1.5.3 The measuring instruments 
 
Valid and reliable measuring instruments were used in the study.  Existing measuring 
instruments were used, except in instances where a measuring instrument did not exist. In 
such cases a suitable measuring instrument was constructed. 
 
1.6 DEFINITION OF KEY CONCEPTS 
 
The following are key concepts and definitions used in this study: 
 
Employee turnover:  For the purpose of this study employee turnover is regarded as the 
practice whereby enrolled employees of an organisation discontinue their employment of 
their own free will.  
 
Employee retention:  According to Sandhya and Kumar (2011: 1778), employee 
retention can be described as the process through which an organisation’s workforce is 
motivated to remain in the employment of the organisation for as long as possible, or until 
such time that a specific project has been completed.   
 
Career-path: A career-path is explained to consist of an employee’s aspired career 
destination, as well as the steps, experience and development required in order to 
advance on this pathway.  A career-path assists an employee by means of providing a 
sense of direction, a tool to measure career progress, career goals and predetermined 
landmarks (Heathfield, 2013).     
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Growth need satisfaction: The literature on human motivation has shown us that people 
have both lower and higher levels of needs.  The lower level needs are primary needs 
while the higher level needs are deemed growth needs.  Upon the satisfaction of growth 
needs, people in general and employees in particular become fulfilled on a psychological 
level (Bagraim, 2011: 86).  Once this fulfilment has been provided through an employee’s 
work, it is likely that an employee will remain with the employer. 
 
Organisational commitment: Organisational commitment, according to Cunnigham 
(2011:74), can be appreciated as the intensity to which an employee identifies with a 
particular organisation and its vision and is intent on maintaining an employment 
relationship with that organisation.  Alniacik, Alniacik, Akcin and Erat  (2012: 357) extend 
the definition of this concept by adding that an employee’s attitude toward an organisation 
incorporates three principal elements: (1) a firm belief in and approval of the 
organisation’s goals and values; (2) a keenness to exert significant effort on behalf of the 
organisation; and (3) a strong desire to remain in the employ of the organisation. 
 
Professional commitment: Professional commitment can be considered as the degree 
to which one identifies with a particular profession.  Those individuals with a large degree 
of professional commitment are distinguished as displaying an unwavering belief in and 
ratification of the profession’s goals, enthusiasm and effort on behalf of the profession as 
well as a firm aspiration to remain in the profession (Cho and Huang, 2012: 34).  
 
Job commitment: Job commitment points to the degree of psychological identification 
that a person has with his or her job (Cunningham, 2011: 74).  
 
1.7 OUTLINE OF THE STUDY 
 
The study is outlined in the following five chapters: 
 
Chapter 1 delineates the span of the study, the problem statement and objectives and the 
research methodology. 
 
Chapter 2 provides a literature review on the selected factors that impact on employee 
retention. 
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Chapter 3 contains the research methodology applied in this research project including 
the research paradigm and measuring instrument. 
 
Chapter 4 portrays the results of the empirical study. 
 
Chapter 5 represents the conclusion and recommendations derived from the research 
findings.
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CHAPTER 2 
 
CAREER-PATHING AND EMPLOYEE RETENTION 
 
 
2.1 INTRODUCTION 
 
The aim of this chapter is to analyse and present the findings of a literature study on the 
factors that influence employee retention.  It commences by defining employee turnover 
and examining the reasons for employee turnover, where after it defines and explores 
employee retention and the factors that influence employee retention.  Various factors 
have an impact on employee retention, and the factors that are examined in this chapter 
include career-pathing, organisational commitment, job commitment, professional 
commitment and growth need satisfaction. 
 
2.2 EMPLOYEE TURNOVER 
 
Elci, Sener, Aksoy and Alpkan (2012: 289) define voluntary turnover as the practice 
whereby an employee freely and voluntarily severs his or her employment contract with an 
organisation where they are employed.  Bothma and Roodt (2013: 2) understand turnover 
intention to be the mindful and purposeful willingness to leave an organisation.  Therefore, 
based on the definitions provided by the authors above and for the purpose of this study, 
employee turnover will be regarded as the practice whereby enrolled employees of an 
organisation discontinue their employment of their own free will.  
 
2.2.1 The reasons for employee turnover 
 
As a starting point toward addressing employee retention, an understanding of the 
antecedents and reasons for employee turnover has to be created.  According to Bratton 
and Gold (2003) as cited in Mrara (2010: 19) the following factors are largely responsible 
for high staff turnover: 
 
 The job not matching the new employee’s expectations; 
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 A lack of attention from line managers; 
 A lack of training; 
 Lack of autonomy; 
 Lack of challenge and variety of work; 
 Disappointment with promotion and development opportunities; 
 Disappointment with standards of management, including unapproachable, 
uncaring and distant behaviour and a failure to consult. 
 
Griffith and Hom (2001) as cited in Mrara (2010: 19) indicate the importance for 
organisations of conducting exit interviews in order to determine the reasons why 
employees depart fromthe organisation, and simultaneously to devise strategies in order 
to slow down employee turnover.  In the same breath research also cautions that exit 
interviews may not always be a reliable source of information regarding the reasons for 
employee turnover because employees may not always provide accurate reasons as to 
why they are leaving.  Consequently, Griffith and Hom (2001) in Mrara (2010: 19) state 
that many academic researchers use the information gained from exit interviews merely 
as a secondary source of research data. 
 
Some of the reasons for employee turnover will be briefly elaborated on below. 
 
2.2.1.1 Career development 
 
Career advancement could affect turnover intention in a number of different ways, for 
example an employee’s current career accomplishment level, recency and ability of 
upward mobility as well as the anticipation of being able to progress up a job ladder within 
an organisation.  To this end, managers should advocate career management for their 
employees (Zhao and Zhou, 2008). 
 
According to Jones, George and Hill (2000) in Mrara (2010: 21), functioning career 
management presupposes that suitably qualified employees are at hand in order to 
occupy higher positions in the organisation as they become available and that many 
employees are greatly motivated and satisfied in their jobs. 
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2.2.1.2 Training and development 
 
The provision of training and development by organisations has an influence on the 
employee turnover rate.  Clouden (2008) argues that an ASTD study conducted in 2003 
has shown that 41% of employees from organisations with poor training records displayed 
turnover intention, compared to only 12% turnover intention at companies where sufficient 
training is provided.  Brewster, Carey, Grobler, Holland and Warnich (2010: 135) postulate 
that the provision of training and development in the workplace is a critical driver with 
regard to the retention of skilled workers.  Employees of the current time yearn for work 
that presents many opportunities for growth and is demanding (Brewster et al., 2010:134). 
 
2.2.1.3 The role of the line manager 
 
In their study on employee turnover in a group of large retail stores in the United States of 
America, Ton and Huckman (2008: 65) found that the influence of employee turnover on 
operating performance is moderated by the nature of store management.  In particular, 
they determined that the adverse consequence of turnover is more pronouncedin stores 
where managers follow a low process-conformance approach.  The authors found for 
example that a rise of one standard deviation in total turnover at little process-
conformance stores results in a 3.8% decline in profit margin.  On the contrary, at high-
process-conformance stores, which is to say stores where employees constantly follow 
prescribed standard operating procedures, amplified turnover does not lead to reduced 
store performance (Ton and Huckman, 2008: 65). 
 
Mallol, Holtom and Lee (2007: 36) further argue that when given options, employees opt 
to stay within their organisations of service if they have job satisfaction and are dedicated 
to their organisations.  Job satisfaction has been determined to be merely an indirect 
factor on an employee’s intention to resign, while organisational commitment has a direct 
influence (Mallol, Holtom and Lee,  2007: 36). 
 
Kerr-Phillips and Thomas (2009: 83) further report that research indicates a connection 
between intention to depart from an organisation and remuneration and career 
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opportunities.  Conflict with colleagues and superiors may also lead to employees quitting, 
while an intricate link between intention to stand down from employment and unmet 
career expectations exists.  Luno-Arocas and Camps (2008: 32) argue that a further 
connection can be drawn between job enrichment programmes, employee commitment 
and turnover intentions. 
 
According to Alniacik, Cigerim, Akcin and Bayram (2011: 1177), the perception held 
regarding the reputation of an organisation relates positively with organisational 
commitment and job satisfaction, while a strong unconstructive correlation occurs with 
turnover intentions.  Lastly,  Glen (2006) suggests that the retention of knowledge workers 
who supply their organisations with specialist knowledge is of great importance as this 
enhances the organisation’s intellectual capital. 
 
The above stated reasons for employee turnover are both wide ranging and complex.  
The research suggests that the effects of employee turnover are largely experienced as 
negative by business organisations.  One could thus argue that organisations should 
develop an awareness and understanding ofthe reasons for employee turnover in order to 
develop strategies to enable them to deal with this issue in a timely and successful 
manner. 
 
2.3 EMPLOYEE RETENTION 
 
Attracting and retaining talented employees, according to Alniacik, Alniacik, Akcin and 
Erat (2012: 355), is of the utmost importance to compete successfully in today’s highly 
competive business environment.  Alniacik, Alniacik, Akcin and Erat (2012), argue that 
increasing business competition compells company’s to employ highly skilled, motivated 
and loyal employees.  These employees should be dedicated to seeing the business 
succeed and plan to remain employed by the organisation for the long term.  Kennedy and 
Daim (2010: 470) further state that one of the key objectives of management today is to 
maintain the motivation and dedication of critical employees. 
 
According to Sandhya and Kumar (2011: 1778), employee retention can be described as 
the process through which an organisation’s workforce is motivated to remain in the 
employment of the organisation for as long as possible, or until such time as a specific 
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project has been completed.  These authors recognise that employee retention presents a 
challenge to organisations; however, it is also advantageous for both the employer as well 
as employees. 
 
Employee retention is recognised as the leading and also largely uncontrollable human 
resources issue present in hospitality businesses (Choudhury and McIntosh, 2013: 261).  
This concern is echoed by Bothma and Roodt (2013: 1) with regard to business 
organisations in general.  The importance of dealing with the issue of employee retention 
lies in the fact that it is financially costly to recruit, train and retain employees.  Recent 
academic research has indicated that the most effectual way to retain gifted employees 
within the South African and Singaporean employment arena orbit around the construction 
of a challenging and stimulating work environment, as well as participative management 
(Kennedy and Daim, 2010). 
 
2.3.1 The war for talent 
 
Talent can be defined as the collective abilities that a person possesses.  These abilities 
include his or her inherent “gifts, skills, knowledge, experience, intelligence, judgement, 
attitude, character and drive” (Brewster et al., 2010: 128). 
 
The Boston Consulting Group conducted a global study in 2003 that estimated an 
approximate deficit in skilled employees globally to the amount of 60 million by the year 
2020.  The United States of America will experience a labour shortfall of 17 million; Japan, 
9 million; China, 10 million; Russia, 6 million; Germany, 3 million; and the United Kingdom 
2 million (Brewster et al., 2010: 129).  A 2006 talent shortage survey by labour staffing 
firm Manpower Inc, reviewed just about 33000 employers in 23 different countries.  The 
aim of this survey was to determine which positions these organisations had the most 
trouble finding suitable candidates for.  Brewster et al. (2010: 129) list the outcome of this 
study below in order of importance: 
 
a) Sales representatives; 
b) Engineers; 
c) Technicians (mainly production and operations, engineering and maintenance); 
d) Production operators; 
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e) Skilled manual trades (chiefly carpenters, welders and plumbers); 
f) IT personnel (mostly programmers and developers); 
g) Administrative and personal assistants; 
h) Drivers; 
i) Accountants; and 
j) Management and executives.  
 
Boninelli and Meyer (2011: 44) contend that talent can be thought of as the new oil, 
therefore just as with oil, the demand for talent by far exceeds the supply thereof.  
They recognise that the dilemma regarding the shortage of talent is not peculiar to 
South Africa, but rather is a global phenomenon. 
 
Mark Foster, the Chief Executive Officer of a leading consulting firm, Accenture: 
Management Consulting, asserts in an October 2008 Business Week article that talent 
is no longeran issue to be dealt with by the human resources function exclusively.  He 
believes that it is a pressing strategic concern requiring business leaders to take 
proactive and prompt action (Boshard and Louw, 2011, in Boninelli and Meyer, 2011: 
44). 
 
2.4 CRITICAL SUCCESS FACTORS FOR EMPLOYEE RETENTION 
 
According to Kaliprasad (2006) as cited in Kennedy and Daim (2010: 471), the following 
elements are crucial for retaining employees in China: 
 
- Employee orientation and integration; 
- Career planning and development; 
- Employee relations and motivation; 
- Performance management; 
- Training and development; 
- Transfer and promotions; and 
- Compensation and benefit programmes. 
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Employers can enhance the retention and utilisation of skilled employees in the following 
three key ways according to the research of Smith, Oczkowski and Smith (2008: 9) in 
Australia: 
 
- Employers should build an organisational environment in which learning, growth 
and development are cherished and where associates feel that future opportunities 
will be accomplished. 
- Training plays a principal role in a learning organisational environment; it is 
important however that training be mutually beneficial.  This is to say that the 
employer must also benefit from training that the employee has undergone. 
- The traditional approach toward retaining employees (pay, working conditions and 
a happy workplace) is no longer sufficient.  These strategies are still important 
however.  A broader approach is needed which includes good human resource 
management and high performance work systems that provide opportunities for 
learning and growth. 
 
Sutherland and Jordaan (2004: 59), in their research on factors influencing the retention of 
knowledge workers, found that the most important factors affecting the retention cognition 
of knowledge workers were the following, listed in descending order: 
 
a) Lack of challenging work; 
b) Level of trust in management; 
c) Lack of career development opportunities; 
d) Incentive / bonus / variable pay; 
e) Base pay; 
f) Praise and recognition for individual effort; 
g) Freedom to work autonomously; 
h) Career planning from the side of the organisation; 
i) Relationship with one’s immediate boss; and 
j) Issues you have raised being unattended to. 
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2.4.1 Career-pathing 
 
According to Heathfield (2013), a thoroughly considered career path map plays a critical 
role as far as employee engagement and employee retention are concerned.  A career- 
path is explained to consist of an employee’s aspired career destination, as well as the 
steps, experience and development required in order to advance on this pathway.  A 
career-path assists an employee by means of providing a sense of direction, a tool to 
measure career progress, career goals and predetermined landmarks (Heathfield, 2013).   
A career-path can simply be explained as a patterned series of jobs within a company  
(Raelin, 2002: 143).  Loff (2012: 7) furthermore asserts that a career-path sets out the 
career development phases on hand for a certain job category or profession.  These 
developmental phases are considered as stepping-stones toward enhancing job-specific 
knowledge, skills and behavioural competencies.  The author further explains that certain 
stages of the career-path at the particular petrochemicalfirm are entered into via 
promotions (which is to say advancement to a higher positional level when agreed 
competency standards are achieved), whereas other stages are accessed by way of 
appointments (in this case the employee competes with other qualified personnel and is 
appointed to a vacant position; this does not occur spontaneously once competency 
criteria have been satisfied). 
 
According to the research of Loff (2012: 7), a number of different career-paths can be 
distinguished, namely: 
 
- Single-function career-path: this is a career-path followed within one profession and 
functional area, for example an electrician or process engineer. 
- Specialist or profession centred career-path: in this instance an employee seeks 
growth, learning and development within a single profession or trade, for example 
the same electrician or process engineer achieving the highest level of 
competence. 
- Cross-functional career-path: this career path extends over two different, however 
logically linked functional areas that allow for the transfer of skills capacity from one 
functional area to another. 
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- Multi-functional career-path: such a career-path extends over more than two 
functional areas in order to facilitate the development of breadth, depth and 
experience required to become a generalist. 
- Purpose-centred career-path: represents a career-path that generates expertise as 
a means of solving continuing concerns and problems.  The aim is to generate 
novel ideas and resolve all-important issues with which the business or industry is 
confronted. 
 
The career-path of the selected petrochemical company is utilised as a mechanism to 
retain, develop, measure and motivate current staff and further to attract new capable and 
dedicated employees (Loff, 2012: 8).  The Career Development Model adopted by the 
petrochemical firm in question is illustrated in Figure 2.1 below.  The model essentially 
provides three career development routes to be utilised, that is: the management of self 
route at the bottom of the model, the managerial route illustrated on the left of the figure 
as well as the specialised route as indicated on the right hand side of the figure. 
 
The lowest level from which to rise at the bottom of the Career Development Model in the 
management of self route is the Basic Technical / Operational / Administrative level up to 
the Highlevel Technical / Operational / Administrative level.  The specialised career 
development route ascends from the Specialised level to Advanced Specialised, to High 
Level Specialised, then to Specialised Expert / Consultant at the very top of this chosen 
career course.  The managerial route commences at Supervisory Management 
(management of others) and rises to Middle Management (management of section/s), 
Senior Management (management of a department/s) and finally to Executive 
Management (manage business: division: unit).
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FIGURE 2.1: THE CAREER DEVELOPMENT MODEL OF THE SELECTED 
PETROCHEMICAL COMPANY 
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Source: Loff, 2012 
 
In order to progress from one level to another level, different qualification criteria are 
required.  These criteria are: academic qualification/s, occupational qualification/s (i.e. 
professional body accreditation and certification), company specific body of knowledge 
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learning modules, years of specific experience within a job, as well as predetermined 
behavioural skills. 
 
The objectives of a career-path at this firm are set out as follows according to Loff (2012: 
5): 
 
(i) To create a career-path development plan that is realistic, transparant and useable 
in all positions contained in a job category at this petrochemical firm; 
(ii) Develop a structure to utilise as a means to developing career-paths and 
succession plans; 
(iii) Build an environment in which never-ending learning is cultivated; 
(iv) Institute competency development opportunities for employees, harmonising 
individual strenghts with the organisation’s business objectives and in this way 
retaining talent to the benefit of both the company and the office-bearer; 
(v) Career-pathing should furthermore ensure that unswerving standards for 
competency development and promotion are practised; 
(vi) Identify parameters for training and self-development; and lastly 
(vii) To make certain that a mellifluous and equitable relationship is achieved 
between various job categories within the company.  
 
The following process flow is followed in the course of designing a career-path at the 
selected petrochemical firm (Loff, 2012: 35). 
 
Step one: Obtain the approved job and position profiles for the relevant positions.  The 
relevant job and position profiles are obtained from the Job Design and Assessment 
Specialist within the Human Capital department. 
 
Step two: Allocate an OFO (Occupational Framework for Occupations) code (containing 
6 digits).  This is obtained from the Department of Higher Education and Training (DHET) 
which is derived from the ISCO 08 data tables from the International Labour Organisation. 
 
Step three: Establish the professional association for the job.Determine the organisation 
which is nationally approved by the South African Qualifications Authority (SAQA) as the 
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appropriate professional body for the job at hand.  The professional body is to be used to 
conclude benchmark standards. 
 
Step four: Plot the professional development career-path.  Contrive the following 4-
development level professional progression path aligned with the definitions of the 
professional association. 
Entry:- Entry qualification requirements met without any work experience. 
Competent (Proficient): - PBOK (Company Specific Body of Knowledge), MIT 
(Modular Instructional Training), and professional requirements met. 
Senior (Advanced): - PBOK, MIT, and must be an accredited member of the 
professional body. 
Expert: - PBOK, MIT and have achieved expert level in the profession. 
 
Step five: Set the requirements / Criteria for Promotion Between Levels 
Promotional criteria are to be set with regard to the following groupings: 
- Academic qualifications; 
- In-house PBOK, MIT and Works Procedure Competency requirements; 
- Management development on the company Career Path Model; 
- Job-based experience; 
- Professional body accreditation; and 
- Behavioural assessment as per the company Career Path Model. 
- Compliance with all requirements must be supported by a portfolio of evidence 
(POE). 
 
Step six: Define the Development Map or Training Map 
Delineate the learning and development map in order to equal the career-path 
requirements at the different competency levels.  
 
Step seven: Compile the required Job / Position Profiles and obtain approval 
Collate the requisite job / position profiles in accordance with the company job 
profiling procedure and templates and gain final endorsement from the Human 
Capital Department’s Job Design and Assessment Specialist, Remuneration and 
Benefits Specialist as well as from management. 
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Step eight: Submit career-path for Human Capital Review 
The preliminary career-path must then be submitted to the following Human Capital 
professionals for review: 
 
- Job Design and Assessment Specialist; 
- Talent, Growth and Development, and 
- Remuneration and Benefits Specialist 
 
The comments of these practitioners have to be incorporated. 
 
Step nine: Issue Career-Path as “Design Issue” 
The career path now has to be submitted to the Manager: Organisational 
Development for authorisation as “design issue”. 
 
Step ten: Career-Path Interview Session: Line Management and SMEs (Subject Matter 
Experts) 
An interview for the purpose of consultation is then organised with management 
and subject matter expertise (SMEs) where a standard questionnaire is utilised to 
glean all pertinent career-path information.  Minutes must be kept of these interview 
sessions and must be duly responded upon and issued to all involved. 
 
Step eleven: Drafted Career-Path Review session: Line Managers and SMEs 
This step involves a full review session with Line Managers and SMEs in order to 
review the “Design Issue” Career-Path.  Comments emanating from this review 
should officially be noted and responded to. 
 
Step twelve: Ready for Implementation (RFI) issue of Career-Path 
All comments are evaluated and the “Design issue draft” is updated and then 
submitted for management and human capital approval.  Subsequent thereto the 
“RFI” status career-path is issued by the Career-Path Designer. 
 
Step thirteen: Career discussions and Skills Audit 
Career counselling and skills auditing on the basis of the RFI career-path is to be 
executed by the manager and incumbent with the support of the career-path design 
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team.  The Skills Audit and Individual Development Plan will dictate the 
interventions required in terms of the Career-Path Implementation Plan. 
 
Step fourteen: ERF Consultation and Approval 
The freshly designed career path together with the implementation plan must now 
be provided to the Employee Relations Forum (ERF) for official consultation with 
labour unions.  Their inputs will lead to modifications and subsequent approval. 
 
Step fifteen: New Career-Path is authorised by the VP (Vice-President): Human Capital 
The final step is that the new career-path and implementation plan is then 
authorised by way of a signature by the Vice-President: Human Capital.  
 
The previous sections explored the critical success factors for employee retention as well 
as to define a career-path.  Different career-paths were identified and the career-path 
design and approval process within the selected petrochemical firm were discussed.  The 
following section discusses career development for project managers. 
 
2.4.1.1 Career development for project managers 
 
In a study on the design of career-paths for project managers, Holzle (2010: 780) asserts 
that organisations should design holistic and integrative incentive systems and career- 
paths for their project managers.  This, according to the author, will keep them motivated 
and curb the loss of priceless project management expertise. 
 
Holzle (2010: 781) professes that a career is the single factor with the most direct 
relationship to turnover intentions.  She supports this statement by adding that career 
opportunities serve as motivation for employees to achieve and give them a reason to 
remain with the organisation.  Furthermore, it is argued that the decision to pursue a 
particular career-path is influenced by any particular employee’s career script or career 
orientation (Holzle, 2010: 781). 
 
The conventional organisational career is characterised by the upward-oriented 
advancement of an individual in a company.  This type of career progression was 
commonplace in the organisational hierarchy up to the start of the nineteen-eighties.  
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Employees commenced their careers with entry positions, from where they progressed to 
middle and upper management until top management was eventually reached.  With the 
advent of the economic slump and what was also termed the generation of the “baby 
boomers”, this type of career could no longer gratify all employees.  As a result numerous 
organisations introduced the dual ladder, which is to say an expert career-path together 
with a leadership career-path.  The structure within which organisations create career 
opportunities can be named a career-path model or simply a career-path (Holzle, 2010: 
781).  The primary motive for putting in place a career-path for project managers, is to 
keep them motivated (Holzle, 2010: 782). 
 
Holzle (2010: 783) identified ten different career-path level descriptors for project 
managers.  Two were found to be the least levels for a career-path at one organisation, on 
the other hand another organisation had seven distinctive levels, these being entry, basic, 
experienced, advanced, senior, executive and senior executive.  The norm seems to be 
three levels, mostly termed project manager, senior project manager and project director.  
Different skill levels are required at different levels of the career-path.  Hard skills such as 
expertise and project management competence are required less as the level rises, 
whereas soft skills such as leadership, people and entrepreneurial skills become more 
important at the higher levels  (Holzle, 2010: 783). 
 
2.4.1.2 Career development for service employees 
 
According to Jackson and Sirianni (2009: 280), companies can motivate their employees 
by implementing career development programmes – which are intended processes that 
align the career needs of service employees with the company’s employment needs.  This 
in turn has a positive impact on customer service and satisfaction, as well as on business 
profits.  They further suggest that service firm investment in frontline employee career 
development provides excellent value for money since it trims down employee turnover as 
well as boosting customer satisfaction. 
 
Jackson and Sirianni (2009: 280) augment their contention by stating that employess who 
are exposed to noteworthy career development programmes tend to experience more job 
satisfaction and company loyalty.  For business, this means less turnover of employees.  
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This is of particular importance to financial and investment firms which rely upon a trust 
relationship that has to be formed over time between frontline employees and customers. 
It is important to realise that career development for service workers is not something to 
be addressed at a one-day workshop, instead it must be dealt with officially in order to 
acknowledge service staff as valued associates and to develop them into more 
accomplished employees  (Jackson and Sirianni, 2009: 281). 
 
Jackson and Sirianni (2009: 281) have developed a conceptual model (see Figure 2.2) to 
provide service industry managers with all the essential components of a service 
employee career development programme.  The elements of this model include the 
identification of strengths and weaknesses, mapping the appropriate course and taking 
action to achieve results. 
 
FIGURE 2.2: THE COMPONENTS OF CAREER DEVELOPMENT FOR FRONTLINE 
SERVICE EMPLOYEES 
 
Source:  Jackson and Sirianni, 2009: 281 
 
 Step one – Identify strengths and weaknesses.  Through this appraisal 
employees are equipped to select a direction in their career which is fitting for their 
personality, aptitude and ambition.  Two forms of employee assessment are usually 
differentiated.  
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The first form of employee assessment entails managers supporting their 
subordinates in discovering their own strengths and weaknesses.  An in-depth 
analysis of the employee’s background, values, interests and ambitions is 
demanded.  This form of assessment has been proven particularly beneficial to 
service companies such as accounting and advisory services firm Ernst & Young, 
which presents each new employee with a tailor-made learning plan.  These 
customised learning plans are the foundation upon which future career growth 
within the company is built. 
 
The second variation of assessment involves the evaluation of employees’ 
strengths and weaknesses from an organisational point of view.  The service 
manager typically undertakes this task which includes a systematic process of 
gathering and analysing information regarding the promotability and developmental 
gaps of frontline employees.  Greater success will be achieved in harnessing 
leadership from these ranks if managers take their time to consider their 
employees’ desires and readiness to assume positions of increased responsibility.  
A number of instruments that may be used to this end include assessment centres, 
psychological testing, performance appraisals as well as succession planning 
(Jackson and Sirianni, 2009: 282). 
 
 Assessment Centres:  Through developmental assessment centres service 
managers are enabled to subject their employees to practices such as 
customer service scenario role playing, discussion groups and business 
games.  In role playing scenarios, employees are presented with a service 
failure or other hypothetical customer situation and are requested to act as 
they would in a real-life business environment.  Based on these role plays 
managers can examine employees’ actions and offer feedback that should 
be used to improve performance in such situations.  Management obtains 
valuable insight into employees’ talents and limitations through these 
sessions, based upon which a development strategy for each employee can 
be constructed as well as singling out employees who are ready for 
advancement. 
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 Psychological Testing:  Psychological testing is an alternative assessment 
tool used to establish service employees’ personality type and professional 
interests.  Two well-known service-providing firms that employ psychological 
testing are the entertainment behemoth, Disney, which meticulously screens 
customer-facing employees for attributes of a cheerful personality.  FedEx 
on the other hand screens for traits associated with personal courage of 
conviction. 
 
 Performance Appraisals:  Performance appraisals are used to assess the 
current job performance of service employees, additionally, they provide 
insight into their strengths and weaknesses and career-paths within the 
organisation. 
 
 Succession Planning:  The traditional focus of succession planning is on the 
preparation of employees for executive positions; however, a need has 
arisen to expand this practice to other positions.  Official succession 
planning enables leadership to distinguish crucial service personnel who 
have the talent and energy to fill positions. 
 
One has to take cognisance of the fact that not every frontline service 
employee has the ability or aspiration to venture into a leadership role.  
Nevertheless, those employees who do not receive promotion from the front 
ranks still benefit from the enrichment brought about by their company’s 
development programmes, and are therefore in a better position to service 
their customers.  
 
 Step two – Chart the appropriate course.  The second part of career 
development for frontline service employees entails managers charting the 
appropriate direction for their employees.  The long-term career aspiration of the 
employee has to be determined as well as planning how to attain these career 
goals.  The sequence of steps to be followed as a means to charting a career 
course for service employees include: socialisation; career workshops; individual 
career counselling; and career information services. 
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 Socialisation:  Organisational socialisation delineates the process whereby 
employees become acquainted with the way organisational activities are 
carried out.  Socialisation for service employees seeks to achieve certain 
goals, these goals are to encourage pride in being a member of the 
organisation, create attentiveness to the range of the firm’s business as well 
as de-escalate uneasiness of new employees regarding their roles.  The 
goals of new employee socialisation and assimilation should be brought 
about by utilising a structured programme led by service managers.  
Through the programme employees should learn about the organisation’s 
strategic goals, customers, leaders and organisational structure (Jackson 
and Sirianni, 2009: 283). 
 
 Career workshops:  By means of career workshops employees can receive 
assistance in terms of managing their own careers.  These workshops aid 
the education of service employees regarding career decision making, 
setting career goals and soliciting information to plan their career-paths. 
 
 Individual career counselling:  Career counselling serves as an opportunity 
for service employees to engage in one-on-one conversations with their 
supervisors or managers regarding their career aspirations or concerns.  
Service managers, through their roles as career counsellors are able to 
support frontline employees in reflecting about their job preferences, 
personal values and general life concerns and ascertaining new 
opportunities in the company.  These open, structured career development 
dialogues between managers and employees are deemed the essence of 
career development. 
 
 Career information services:  Career information services provide service 
managers with information regarding career development for service 
employees.  To be of benefit to employees in as far as career advancement 
is concerned, this information must particularly embrace how the customer 
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interfacing skills of service personnel are of importance to the rest of the 
firm. 
 
Career information services frequently include job posting systems, skills 
inventories, career-paths and career resource centres. 
 
Job posting systems:  Job posting systems serve to encourage frontline 
employees to stay mindful of vacancies within the organisation.  Career 
websites or job posting boards effectively communicate new job openings to 
internal candidates, which adds force to the suggestion that the firm 
promotes from within.  This tends to enhance employee performance and 
decreases the employee turnover rate (Gomez-Mejia, Balkin and Cardy, 
2007). 
 
Skills inventories:  Included in career information services are skills 
inventories, which are an electronic database of employees’ interests, 
talents and experience.  When managers need candidates to fill positions 
they can utilise these skills inventories in order to single out suitable 
candidates.  This eliminates the option of managers having to rely on their 
own memories regarding the skill sets of possible candidates they have in 
mind. 
 
Career-paths:  Career-paths signify the steps in a potential career as well as 
a reasonable timeframe within which to achieve these steps.  In addition, 
career-paths specify the qualifications required at each level as well as the 
minimum time to be spent to gain experience at each level to progress up 
the path.  Career-paths serve to provide direction for and a possible route for 
service employees’ careers.  The importance of this is that employees with 
clearly defined career-paths have a much smaller probability of resigning 
from their jobs.  This is proven by research on call centres that revealed that 
26% of call centre operators vacated their jobs because their employers did 
not provide them with a clearly delineated career-path for career 
progression. 
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In the wake of these results, organisations such as financial services firm, 
Citibank have put in place tiered positions in their call centres.  This created 
opportunities for progression into management positions.  By instating this 
action, Citibank has reduced its employee turnover rate significantly 
(Jackson and Sirianni, 2009: 284). 
 
Career resource centres: Career resource centres are multimedia career 
hubs which include websites and career offices.  This resource can be used 
to assist employees with regard to job searching, browsing through career 
development workbooks and videos.  Insurance and financial services firm, 
AIG, is an example of an organisation providing an online career resources 
centre.  AIG’s Career Navigator website provides tools that support 
employees in gauging their abilities and interests and investigate career 
opportunities within the firm (Jackson and Sirianni, 2009: 284). 
 
 Step three –Take action to increase skills.  In the third section of this model on 
career development for service workers, managers endeavour to amplify the skills 
of their employees and defeat their weaknesses in order to ensure that they are 
prepared for any future opportunities.  This phase comprises the following 
elements: mentoring, job enrichment, coaching, training programmes, job rotation, 
and tuition assistance programmes.  The aim of all these initiatives is growth and 
self-improvement of service workers.  This step is taken subsequent to the career 
planning as mentioned in step two has been done. 
 
 Mentoring:  According to DuBrin (2010: 452), mentoring takes place when a 
more experienced person, or knowledgeable leader, assumes responsibility 
for developing a protégé or mentee’s abilities through tutoring, coaching, 
guidance as well as emotional support.  
 
The mentor-mentee relationship is a professional one characterised by 
advising, role modelling, networking and providing social support.  Both 
mentors and protégés are benefited through the mentoring relationship: 
managers’ promotions are aided as a result of the sufficient training of his or 
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her replacements; mentees on the other hand receive increases in pay, 
more career satisfaction and achieve higher positions than their non- 
mentored counterparts (Jackson and Sirianni, 2009:284). 
 
 Job enrichment: Job enrichment involves taking on additional responsibility 
in one’s job, having a greater variety of tasks which serve as a challenge 
and motivation.  With regard to service personnel in particular, job 
enrichment could also involve elevated levels of responsibility and autonomy 
in satisfying customers, resulting in enhanced feelings of empowerment for 
such employees (Jackson and Sirianni, 2009: 285). 
 
 Coaching:  The aim of coaching is for managers to boost an employee’s 
performance in the role he or she is presently performing.  This process 
should be approached as an ongoing and practical procedure whereby 
employees are given personal guidance, meaningful feedback and 
assistance in order to enhance their general knowledge and amplify their 
career potential. 
 
Supervisors should be encouraged; supervisors and other first line managers 
should rather coach as opposed to directing service employees by setting goals, 
providing positive feedback and encouraging employees to find solutions rather 
than providing solutions.  This approach positively induces commitment to 
rendering quality service, and in addition perks up workers’ attitudes and on the job 
behaviour (Elmadag, Ellinger and Franke, 2008). 
 
 Training Programmes:  Training programmes are not only helpful as far as 
the preparation of service employees’ current roles is concerned; they also 
equip employees with the skills required for the following position in their 
career path.  Regrettably, only a few firms provide training for their frontline 
personnel, while a number of firms provide no training programmes at all.  
According to research by Specht, Fichtel and Meyer (2007), customers 
evaluate their service experiences based on the effort and aptitude of 
service employees, therefore, their training endeavours should at a bare 
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minimum help them appreciate how to deliver quality service.  Southwest 
Airlines can be taken as an example of a company providing comprehensive 
training programmes for its employees’ personal and professional growth.  
They have a very progressive training centre where both classroom and 
online learning methods are utilised (Jackson and Sirianni, 2009: 285). 
 
 Job rotation: Job rotation allows for employees to be exposed to different 
jobs within the organisation, therefore building a diverse skill set and wider 
outlook on other functions in the firm.  Job rotation provides mutually 
beneficial outcomes in that employees acquire additional skills and 
information regarding career options, whereas the company receives better 
equipped and well-formed employees (Jackson and Sirianni, 2009: 285). 
 
 Tuition assistance programmes: Various companies provide tuition 
assistance programmes in support of their employees’ education and 
development and service managers should be encouraged to promote these 
benefits.  Higher education holds significance in that it augments service 
employees’ confidence and critical thinking skills.  Both these traits are of 
benefit to the employee as well as the organisation (Jackson and Sirianni, 
2009: 286). 
 
The above discussion has covered the topic of career-pathing.  Different career models as 
well as the application of career-pathing / career development in various industries have 
been discussed.  Career-pathing in the petrochemical industry, service industry as well as 
career development for project managers were elaborated on.  Throughout the 
discussion, literature has indicated that career-pathing serves as motivation for employees 
and that it serves as a tool in curbing turnover, thus promoting employee retention.   
 
A career-path together with its progression requirements has to be clearly defined in order 
to be understood by both manager and employees.  Training and development, and 
mentoring and coaching are important mechanisms to be employed by managers to 
prepare employees for possible progression up their career-paths.  Based on the above 
literature review one can formulate the hypothesis that: 
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H1: Effective career-pathing is positively related to employee retention. 
 
2.4.2 Organisational commitment 
 
Organisational commitment, according to Cunnigham (2011:74), can be appreciated as 
the intensity to which an employee identifies with a particular organisation and its vision 
and is intent on maintaining an employment relationship with that organisation.  Alniacik, 
Alniacik, Akcin and Erat (2012: 357) extend the definition of this concept by adding that an 
employee’s attitude toward an organisation incorporates three principal elements: (1) a 
firm belief in and approval of the organisation’s goals and values; (2) a keenness to exert 
significant effort on behalf of the organisation; and (3) a strong desire to remain in the 
employ of the organisation. 
 
It is however possible that a person may experience high organisational commitment, but 
low job involvement and contrariwise.  One can thus deduce that even if a person has 
organisational commitment, job performance may be low if the person does not have job 
involvement. 
 
The concept of organisational commitment has received attention from researchers 
following Kantor’s studies in the 1970s.  During the 1980s managers in America studied 
successful companies in Japan whichapparently owed their success to the loyalty of their 
workforce  (Vural, Vardarlier and Aykir, 2012: 344).    
 
A generally accepted model of organisational commitment is the one developed by Allen 
and Meyer (1990) as cited in Vural, Vardarlier and Aykir (2012: 345).  According to their 
model, organisational commitment encompasses three elements, namely affective, 
continuance and normative organisational commitment (Vural, Vardarlier and Ayker, 2012: 
345).  Affective commitment entails an employee’s association with the organisation and 
participation in organisational goals.  Continuance commitment is thought to be based on 
two features, which are the magnitude of employees’ commitment and the privation of 
choice.  Employees who have acquired thorough vocational aptitude are not very easiliy 
transfered to other companies.  If furthermore, they perceive that they have feweroptions, 
they will have more loyalty to their current employer.  Lastly, normative commitment is 
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differentiated when commitment to the organisation is regarded as one’s duty and the 
right thing to do  (Vural, Vardarlier and Ayker, 2012: 345).  
 
The above discussion has sought to bring forth the main thoughts about the concept of 
organisational commitment.  The concept of organisational commitment was defined and 
it was broken down into three different but related elements as informed by Allen and 
Meyer (1990) as cited in Vural, Vardarlier and Ayker (2012: 345), namely: affective, 
continuance and normative organisational commitment.  Employees who are committed to 
and who endorse the company’s vision, have acquired thorough occupational competence 
and have limited other career options are more likely to remain with their organisation.  
This is even more the case when remaining with the organisation is perceived as being 
the right thing to do. 
 
Based on the preceding discussion on organisational commitment, it is hypothesised that: 
 
H2: Organisational commitment is positively related to employee retention. 
 
2.4.3 Job commitment  
 
Job commitment points to the degree of psychological identification that a person has with 
his or her job.  Someone that experiences job commitment regards their job performance 
level as an expression of their self-worth.  People who experience intense job commitment 
invariably have a strong sense of belonging in the particular job and are keen on 
performing well (Cunningham, 2011: 74).  
 
The above discussion suggests that employees with a strong psychological identification 
to their job regard their job performance as an extention of who they are and therefore 
desire to perform well in their job.  Because of their deep commitment to their job they are 
likely to remain in their job.  It is therefore hypothesised that: 
 
H3: Job commitment is positively related to employee retention. 
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2.4.4 Professional commitment 
 
Professional commitment can be considered as the degree to which one identifies with a 
particular profession.  Those individuals with a large degree of professional commitment 
are distinguished as displaying an unwavering belief in and ratification of the profession’s 
goals, enthusiasm and effort on behalf of the profession as well as a firm aspiration to 
remain in the profession (Cho and Huang, 2012: 34).  
 
According to the research of Cho and Huang (2012: 35), professional commitment can be 
looked at from three distinct conceptual angles.   
 
 Firstly, professional affective commitment (PAC) is distinguished when someone 
remains with their profession purely because they wish to do so. 
 In the case of professional continuance commitment (PCC) people remain in their 
profession as it would be complicated to depart from their current profession for the 
sake of joining another profession, and because leaving the current profession 
would result in their earning less money and other job benefits. 
 Lastly, professional normative commitment (PNC) alludes to a situation where 
individuals stay within a profession because they feel that they have to. 
 
In present-day companies, organisational instability gives rise to employees transfering 
their commitment away from organisations to their professions or occupations.  Therefore, 
it is critical that firms comprehend the process whereby professionals exit the firm for 
professional advancement, in order to create stability and job security, thus enhancing 
organisational effectiveness.  Consequently, organisations must strive to instil within their 
employees, especially their professional employees, a sense of commitment to the 
organisation by revealing to these employees how they add value to the organisation. 
 
In summary, we have seen that three forms of professional commitment are differentiated; 
namely professional affective commitment, professional continuance commitment and 
professional normative commitment.  Employees who are committed to their profession 
will work hard in order to enhance the status of their profession and to maintain the pride 
they have in their particular profession.  These employees will thus be very motivated and 
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valuable for their organisations as well as the larger profession.  Professional commitment 
has to be augmented by organisational commitment to ensure that employment stability is 
provided to professionals, in which case they will be retained. 
 
Against the above-mentioned background, it is hypothesised that: 
 
H4: Professional commitment is positively related to employee retention. 
 
2.4.5 Growth needs satisfaction 
 
Growth needs are a category of personal or individual needs found in many needs-based 
or content theories of motivation. Motivational theories are divided into two essential 
groups, namely content theories and process theories.  Content theories of motivation are 
concerned with the question, what motivates an individual?  On the other hand, process 
theories of motivation intend to disect the question of how people are motivated, with 
other words how behavior is aroused, directed and sustained (Bagraim, 2011: 85). 
 
Both content and process theories of motivation however, are based on the same 
assumptions, namely that: 
 
 Behaviour has a point of departure, a certain direction and a point where it ends; 
 Behaviour is voluntary; 
 Behaviour is purpose driven and has a specific direction, which is to say behaviour 
is goal-directed; 
 Managers who have a good grasp of motivation theories will be in a better position 
to arouse, direct and sustain behaviour of their employees as opposed to 
managers who do not understand motivation theories; and lastly that 
 Human behaviour is motivated (Bagraim, 2011: 85-86). 
 
Examples of content theories of motivation include Maslow’s hierarchy of needs theory 
and Alderfer’s ERG theory. 
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2.4.5.1 Maslow’s hierarchy of needs theory 
 
Abraham Harold Maslow (1943) was a renowned clinical psychologist who became known 
for his hierarchy of needs theory on motivation.  After numerous years of observing his 
patients he discovered that those who grew up in an envirnonment in which they were 
deprived of their basic needs would often manifest with psychological disorders later in 
their life.  This discovery led him to the realisation that employees whose needs are not 
satisfied at work will not function optimally at work.  Therefore, managers who understand 
these needs will be in a better position to motivate their employees.  Maslow’s hierarchy of 
needs comprises five essential groups which he believes are universally applicable in 
understanding the behaviour of employees across different cultures (Bagraim, 2011:86). 
 
Figure 2.3, normally shown in the form of a pyramid, pictorially elucidates Maslow’s 
hierarchy of needs. 
 
FIGURE 2.3: MALSOW’S HIERARCHY OF NEEDS 
 
Source: Boeree (1998, 2006) as cited in  Kennedy and Daim, 2010: 469) 
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The five needs comprising Maslow’s hierarchy of needs model on motivation are briefly 
explained below: 
 
- Physiological needs, these are the most basic needs that have to be met and 
include biological needs such as water, food and air. 
- Safety needs, these needs are ranked second most important according to 
Maslow’s model and are only set in motion once physiological needs have been 
adequately addressed. 
- Social needs, say Maslow, are triggered once safety needs have been met.  Here 
he thinks of the need for affection, friendship, acceptance and a sense of 
belonging. 
- Esteem needs areranked fourth in this hierarchy and areset in motion subsequent 
to one’s social needs being met.  In this category the desire to feel an internal 
sense of self-respect, autonomy and achievement, as well as achieving status and 
recognition from others are important. 
- Self-actualisation needs signify the highest level of needs according to Maslow’s 
theory.  These needs are attended to only after all the other lower ranking needs 
have been satisfied.  Self-actualisation can be understood as the need for self-
fulfilment, which is to say the desire to achieve one’s full potential and to reach 
personal growth at a level beyond self-interest  (Bagraim, 2011: 86). 
 
In the workplace, the application of the needs suggested by Malsow’s hierarchy at each 
level are illustrated in Figure 2.4. The following example is offered as an illustratrion of 
how the satisfaction of these needs comes to pass. 
 
A person who has nothing to eat (which is to say that his / her physiological needs are not 
entirely met), will only be motivated by the search for food and water, and nothing else  
(Kennedy and Daim, 2010: 469).  According to Maslow (1970) as cited in Bagraim (2011: 
88), the first two levels of needs (i.e. physiological and safety needs) are observed as 
lower-order needs.  Alternatively, these needs are called deficiency needs based on the 
argument that if these needs are not satisfied people will not be inspired to enhance 
themselves both physically and psychologically.  Many employed people who have been 
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able to sufficiently gratify their lower-order needs would now require more from their work 
in order to remain motivated.  The higher-order needs, such as social, esteem and self-
actualisation, are alternatively called growth needs since a person becomes physically 
and psychologically healthy upon satisfying these needs. 
 
Despite the fact that Maslow’s theory is one of the most widely known motivational 
theories, Maslow’s hierarchy has received critique since no other research has proven 
that the assupmtions in his theory are accurate.  Additionally, no research exists to 
indicate that only five levels of needs occur, as well as that they are set in motion in the 
particular order proposed by Maslow.  Furthermore, it has also emerged that the order of 
needs in Maslow’s hierarchy may not be relevant throughout all cultures  (Bagraim, 2011: 
89). 
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FIGURE 2.4: APPLICATION OF MASLOW’S HIERARCHY OF NEEDS 
 
Self-actualisation 
Challenging work, Autonomy, Promotion 
opportunities, Opportunity for creativity
Esteem
Prestigious job titles, Merit-based pay, Merit-based promotions
Social
Work teams, Social functions, Company sports
Safety
Medical cover, Pension plans, Disability insurance, Safe working conditions
Physiological
Attractive pay, Company cafeteria, Subsidies
Source:Bagraim, 2011: 88 
 
2.4.5.2 Alderfer’s ERG theory 
 
Clayton Alderfer modified and expanded upon Maslow’s hierarchy of needs theory.  
Alderfer’s ERG theory (see Figure 2.5) expresses three groups of basic human needs, 
namely: existence needs, relatedness needs and growth needs.  Existence needs 
represent one’s physiological needs and are analogous to Maslow’s physiological and 
safety needs.  Alderfer’s relatedness needs are comparable to Maslow’s social needs, 
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while growth needs are understood as one’s yearning to be productive and creative, as 
well as to make optimum use of one’s skills.  An important distinction to note between 
Alderfer’s ERG theory and Maslow’s hierarchy of needs theory is that the needs in 
Alderfer’s theory do not rely on the one to be activated in order for the other to be 
triggered  (Bagraim, 2011: 89). 
 
FIGURE 2.5: ALDERFER’S ERG THEORY 
     Need frustration           Need satisfaction 
 
          
Growth needs frustrated                                                                      If satisfied 
 
 
Relatedness needs        If satisfied 
frustrated 
 
Source: Bagraim (2011:91) 
 
Alderfer further added the frustration-regression dimension to his theory which means that 
when higher-level needs are not satisfied a person will intensify his / her effort on the 
lower level needs.  If a person therefore consistenly fails in satisfying their growth needs, 
relatedness needs may again re-emerge as primary motivators (Kennedy and Daim, 
2010: 470).  
 
Alderfer’s ERG theory teaches us that managers must vigorously manage the motivation 
of their employees.  For argument’s sake, if an employee’s growth needs are frustrated as 
a result of company policies or a deficiency of resources, it would be most beneficial for 
the manager to redirect the employee’s endeavours towards the satisfaction of his or her 
other needs, which is to say their relatedness or existence needs  (Bagraim, 2011: 91). 
 
Importance of: 
Growth needs 
Importance of: 
Relatedness needs 
Importance of: 
Existence needs 
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The literature on human motivation has shown us that people have both lower and higher 
level needs.  The lower level needs are primary needs while the higher level needs are 
deemed growth needs.  Upon the satisfaction of growth needs, people in general and 
employees in particular become fulfilled on a psychological level.  Once this fulfilment has 
been provided through an employee’s work, it is likely that an employee will remain with 
the employer.  Therefore the following hypothesis was formulated: 
 
H5: Satisfying employees’ growth needs is positively related to employee retention. 
 
2.5 CHAPTER SUMMARY 
 
This chapter presented the findings which arethe result of a secondary literature review on 
the reasons for employee turnover as well as an examination of employee retention and 
suggested strategies to improve employee retention.  The next chapter describes the 
research design employed in order to gather the primary research data.
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CHAPTER THREE 
 
METHODOLOGY OF THE STUDY AND EMPIRICAL RESULTS 
 
 
3.1 INTRODUCTION 
 
In Chapter 2, a literature study was presented on employee retention and the selected 
factors that influence employee retention.  Chapter 2 has therefore provided a theoretical 
basis on which the study is built.  In this chapter the research approach adopted to 
investigate the primary research problem as identified in Chapter 1 is discussed.  It takes 
into account an outline of the research design and chosen research methodology, as well 
as details regarding the data gathering instrument, namely a questionnaire. 
 
Further, the validity and reliability of the study are explained to ensure that no errors 
occurred in the measuring instruments.  Lastly, descriptive statistics pertaining to the 
empirical data as well as multiple regression analysis are discussed in order to analyse 
the research data. 
 
3.2 RESEARCH APPROACH 
 
According to Booth, Colomb and Williams (2008), research is conducted everytime 
information is gathered with the aim of answering a question in order to solve a problem.  
Furthermore Collis and Hussey (2009: 3) described research as “a systematic and 
methodical process of enquiry and investigation with a view to increasing knowledge”.  
From the above definitions it can thus be deduced that research is a systematic process 
of gathering, evaluating and most importantly interpreting information (data) as a means of 
enlightening our comprehension of an occurrence which interests or concerns us  (Leedy 
and Ormrod, 2010). 
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Eight discrete characteristics of research projects can be identified as follows, namely:   
 
- Research originates with a question or problem; 
- requires a clear articulation of a goal; 
- follows a specific plan or procedure; 
- usually divides the principal problem into more manageable sub-problems; 
- is guided by the specific research problem, question or hypothesis; 
- accepts certain critical assumptions; 
- requires the collection and interpretation of data in an attempt to resolve the 
problem that initiated the research; and 
- is cyclical or, more exactly, helical (Leedy and Ormrod, 2010: 2).  
 
Collis and Hussey (2009: 111) indicate that research design is the science (and art) of 
planning the course of action for performing studies in order to arrive atthe most legitimate 
findings.  Leedy and Ormrod (2005) emphasize the fact that the research design is a 
critical step toward achieving success in the research project.  
 
An important aspect of research design is choosing a research approach.  There are 
basically two research approaches, namely a qualitative or a quantitative research 
approach. 
 
3.2.1 Qualitative versus quantitative research approach 
 
Leedy and Ormrod (2010) point out that a qualitative approach to research generally 
incorporates two universal characteristics.  Firstly, in qualitative research attention is 
centred on phenomena that take place in natural surroundings, which is to say the “real 
world”.  Secondly, those phenomena are intricately examined. 
 
Malhotra and Birks (2006) point out that qualitative research aims to capture the 
behaviour, experiences and feelings of respondents in their own terms and environment. 
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TABLE 3.1:  DIFFERENCES BETWEEN QUALITATIVE AND QUANTITATIVE 
RESEARCH METHODS 
 
Characteristics/Factors Qualitative Quantitative 
Research goals/objectives Discovery and 
identification of new ideas, 
thoughts and feelings 
Validation of facts, 
estimates, relationships 
and predictions 
Type of research Normally exploratory 
designs 
Descriptive and causal 
designs 
Type of questions Open-ended, semi- 
structured, unstructured 
and deep probing 
Mostly structured 
Time of execution Usually significantly longer 
time frames 
Relatively short time 
frames 
Representativeness  Small samples, limited to 
the sampled respondents 
Large samples, normally 
good representation of 
target population 
Type of analyses Debriefing, subjective 
content, interpretive, 
semiotic analyses 
Statistical, descriptive, 
causal predictions and 
relationships 
Researcher skills Interpersonal 
communications, 
observations and 
interpretive skills 
Scientific, statistical 
procedure and translation 
skills and some subjective 
interpretive skills 
Generalisability of results Very limited, only 
preliminary insights and 
understanding 
Usually very good; 
inferences about facts, 
estimates of relationships 
Source: Hair, Bush and Ortinau (2006: 172). 
 
According to Gummesson (2006), qualitative research is needed to permit researchers to 
handle complexity, context and vague phenomena.  Conventional quantitative methods 
fail in these respects.  The qualitative researcher is aware of the fact that the concern 
beingstudied has many dimensions and layers and hence the issue must be depicted in 
its many-sided form (Leedy and Ormrod, 2010). 
 
In contrast with qualitative research, Leedy and Ormrod (2010) argue that quantitative 
research entails looking at amounts, or quantities of a particular variable under 
investigation.  They additionally contend that a quantitative researcher is generally 
interested in the measurement of variables, conceivably using measurement instruments 
of the natural world such as rulers, thermometers and oscilloscopes.  Alternatively they 
also make use of meticulously constructed measures of psychological characteristics or 
behaviours such as tests, questionnaires or rating scales.  The above facts seem to 
indicate that the quantitative researcher wishes to quantify certain variables in order to 
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test specific hypothesised relationships, whereas the qualitative researcher intends to gain 
an understanding of complex phenomena. 
 
Hair, Bush and Ortinau (2006: 172) encapsulate the major differences between qualitative 
and quantitative methods.  These are presented in Table 3.1. 
 
3.2.2 The research method adopted 
 
Leedy and Ormrod (2010) suggest that the decision made as to which research approach 
should be adopted depends on the problem that is to be solved as well as the skills of the 
researcher.  Table 3.2 was used to aid the researcher’s decision as to the research 
approach to be adopted. 
 
TABLE 3.2: SELECTING THE APPROPRIATE RESEARCH APPROACH 
Use this approach if: Quantitative Qualitative 
1. You believe that: There is an objective 
reality that can be 
measured 
There are multiple 
possible realities 
constructed by different 
individuals 
2. Your audience is: Familiar with/supportive of 
quantitative studies 
Familiar with/supportive of 
qualitative studies 
3. Your research 
question is: 
Confirmatory or predictive Exploratory or interpretive 
4. The available 
literature is: 
Relatively large Limited 
5. Your research 
focus: 
Covers a lot of breadth Involves in-depth study 
6. Your time available 
is: 
Relatively short Relatively long 
7. Your ability/desire 
to work with people 
is: 
Medium to low High 
8. Your desire for 
structure is: 
High Low 
9. You have skills in 
the area(s) of: 
Deductive reasoning and 
statistics 
Inductive reasoning and 
attention to detail 
10. Your writing skills 
are strong in the 
area of: 
Technical, scientific writing Literary, narrative writing 
Source: Leedy and Ormrod (2010: 107) 
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The researcher’s intention is to use quantitative research in order to confirm the impact of 
a select number of critical success factors on employee retention.  A study that covers  
much breadth therefore needed to be undertaken that calls for deductive reasoning and 
the use of statistical analysis.  For these reasons the researcher decided that a 
quantitative approach would best suit the study. 
 
Collis and Hussey (2009: 74) state that the positivist paradigm (quantitative research) 
hasa number of methodologies associated with it, these methodologies include: 
 
 Experimental studies; 
 Surveys (using primary or secondary data); 
 Cross-sectional studies; and 
 Longitudinal studies. 
 
Furthermore, the survey methodology could be used in both main research paradigms, 
namely positivism and interpretivism.  However, when a survey methodology is used in an 
interpretivist study selecting a large representative sample is not essential since the aim is 
not to generalise the results of the study to a larger population, but rather to acquire 
understanding from the cases in the sample (Collis and Hussey, 2009: 77). 
 
3.2.3  The survey as data collection method 
 
The survey is devised to collect either primary or secondary data from a sample.  The aim 
is to analyse these data statistically and extrapolate the findings to a population.  A 
random, representative and unbiased sample is selected from the population, based upon 
which quantitative techniques are used to determine the probability that the attribute found 
in the sample will also be present in the broader population (Collis and Hussey, 2009: 77). 
 
Two types of surveys can be differentiated depending on their purpose: 
 
- A descriptive survey aims to make available an account of occurrences at a 
particular point in time, or at various times. 
- An analytical survey is done in order to establish a relationship between variables. 
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According to Collis and Hussey (2009:77), survey data can be accumulated through 
various methods such as postal questionnaires, internet questionnaires, telephone 
interviews and face-to-face interviews. 
 
3.2.4 The questionnaire as data collection instrument 
 
Varying definitions for the term questionnaire are to be found in the literature.  Some 
scholars only use the word questionnaire in instances where respondents are allowed to 
record their own responses, while others use it in a broader sense to allow for the 
inclusion of face-to-face as well as telephone administered interviews.  A questionnaire 
can however be understood to mean all data collection methods whereby respondents are 
provided with the same set of questions, presented to them in a fixed format  (Saunders, 
Lewis and Thornhill, 2009: 360). 
 
The questionnaire is a widely used data collection instrument since it allows for the 
efficient gathering of responses from a large sample for the purpose of quantitative 
analysis.  Bell (2005) and Oppenheim (2000) as cited in Saunders, Lewis and Thornhill 
(2009: 361) however counsel that it is an intricate task to create a good questionnaire.  
Care must be taken to construct questions in such a way that they will source responses 
that will accurately answer one’s research question. 
 
The researcher distributed the questionnaires by means of electronic mail to the 
respondents.  All respondents are employed by the company being surveyed which has 
put the researcher in a position to reach them easily via electronic mail. 
 
The affective commitment to the organisation was measured by using four items from 
Allen and Meyer’s (1990) instrument (Allen and Meyer, 1990). 
 
Professional commitment was measured by using an adapted version of Bagraim’s (2003) 
instrument.  This instrument comprises six items measuring affective commitment, six 
items measuring continuance commitment and six items measuring normative 
commitment to profession. 
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A self-constructed instrument was used to measure career-pathing, using items from  the 
works of Kennedy and Daim (2010) and Tan (2008). The final instrument consisted of 
eight items. 
 
Growth need satisfaction was measured by means of the Alderfer (1969) instrument.  This 
instrument consisted of four items. 
 
The Lodaht and Kejner (1965) job involvement instrument was adapted to measure job 
commitment in the present study.  This measuring instrument consisted of six items. 
 
The intent to resign instrument used in the Arnolds (1995) study was used as a surrogate 
measure for employee retention.  The instrument consisted of four items. 
 
All statements of the questionnaire were anchored on a five-point Likert scale ranging 
from (1) strongly disagree to (5) strongly agree 
 
3.3 THE SAMPLE 
 
A convenience sample of 211 employees from the Group Supply Chain Management 
Services and the Control Systems Reliability departments were selected to participate in 
the study, in addition a few randomly selected employees from other departments of the 
selected petrochemical firm were selected to participate in the research. This firm is 
located in the Western Cape province of South Africa, with additional administrative and 
distribution operations in Gauteng, the Free State and Limpopo provinces.  For reasons of 
convenience, the study focuses on the Western Cape Province’s operations only, and the 
Free State, Limpopo and Gauteng provinces’ operations were excluded for the purpose of 
this study. 
 
The questionnaire was distributed to two hundred and eleven (211) respondents via 
electronic mail as well as through the distribution of paper copy questionnaires.  In total a 
number of one hundred and one (101) questionnaires were returned in a usable format, 
resulting in a response rate of forty-eight percent (48%).  The demographic composition of 
the sample is discussed in the next sections. 
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3.3.1 Gender and age group distribution 
 
Figure 3.1 and Table 3.3 indicate that 35% of respondents were female and 65% were 
male.  This spread may suggest that reasonably more males than females are employed 
in this organisation, and possibly this sector. 
 
Figure 3.2 and Table 3.3 indicate that four (4) respondents were in the age group 18 to 25 
years, 21 respondents were in the age group 26 to 35, 29 were in the 36 to 45 age group 
and 47 respondents were 45 years and older. 
 
FIGURE 3.1: RESPONSE RATE BY GENDER 
 
 
TABLE 3.3: DEMOGRAPHIC COMPOSITION OF THE SAMPLE: GENDER AND AGE 
Gender Number of responses Percentage of responses 
Male  66 65.0 
Female 35 35.0 
 101 100.0 
Age group 
18-25 4 3.96 
26-35 21 20.79 
36-45 29 28.71 
>45 47 46.53 
 101 100.0 
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Figure 3.2 further presents the distribution of the age groups of respondents by means of 
percentages.  Accordingly it can be seen that 4% of respondents were between 18 and 25 
years, 21% were between 26 and 35 years, 29% were between 36 and 45 years, while 
the bulk of respondents, namely 46% were 45 years and older.  The response rate by age 
group seems to indicate a larger component of mature employees working for this 
organisation.  The younger employees could potentially learn from the experience of the 
larger mature group of employees.  The response rate could imply though that not enough 
younger employees are recruited that can bring in fresh ideas.    
 
FIGURE 3.2: RESPONSE RATE BY AGE GROUP 
 
 
3.3.2  Education and job title distribution 
 
Table 3.4 signifies that most respondents have a National Diploma (25.74%), followed by 
Bachelor’s degrees (18.81%), Honours degrees (14.85%), Matric Certificate or equivalent 
(13.86%), respondents with National Post-matric Certificates and Master’s degrees are 
equal at 8.91%, those with Grade 11 and lower represent 6.93%, while the smallest 
percentage of respondents (1.98%) have Doctoral degrees.  With regard to the 
representation of job titles an even spread across most job titles is seen, except for the 
response from middle managers at 11.88% standing out slightly above the rest. 
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TABLE 3.4: DEMOGRAPHIC COMPOSITION OF THE SAMPLE: EDUCATION AND 
JOB TITLE 
Education Number of 
responses 
Percentage of 
responses 
Grade 11 and lower 7 6.93 
Matric Certificate or equivalent 14 13.86 
National Post-matric Certificate 9 8.91 
National Diploma 26 25.74 
Bachelor’s Degree 19 18.81 
Honours Degree 15 14.85 
Master’s Degree 9 8.91 
Doctoral Degree 2 1.98 
 101 100.0 
Job title 
Graduate in Training 4 3.96 
Receptionist 2 1.98 
Administrative Assistant 1 0.99 
Technical Clerk 2 1.98 
Project Administrator 2 1.98 
Office Administrator 2 1.98 
Mail Clerk 1 0.99 
Driver 1 0.99 
Transport Assistant 1 0.99 
Librarian 1 0.99 
Fire Fighter/Fireman 5 4.95 
Quality Assistant 2 1.98 
Engineer 5 4.95 
Production Scheduler 1 0.99 
Performance Analyst 1 0.99 
Accountant 8 7.92 
QA/QC Codifier 1 0.99 
Customer Service Coordinator 1 0.99 
Asset Optimiser 2 1.98 
Internal Auditor 1 0.99 
Technical Auditor 1 0.99 
Records Specialist 1 0.99 
Procedures Specialist 1 0.99 
Communication Specialist 2 1.98 
Logistics Coordinator 1 0.99 
Road & Rail Coordinator 1 0.99 
IS Applications Specialist 2 1.98 
SAP Workflow & Development 
Administrator 
1 0.99 
Occupational Health Practitioner 3 2.97 
Occupational Health Nurse 1 0.99 
Human Capital Business Partner 1 0.99 
Organisational Development 
Specialist 
1 0.99 
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Capacity Development Specialist 1 0.99 
Senior Mechanical Fitter 1 0.99 
Senior Fabrication Coordinator 1 0.99 
Senior Process Controller 1 0.99 
Senior Contracts Administrator 1 0.99 
Safety Officer 1 0.99 
Senior Scientist 1 0.99 
Senior Instrument Mechanic 1 0.99 
Senior Systems Technician 1 0.99 
Consultant: Procurement 1 0.99 
Stock Controller & Expeditor 1 0.99 
Quality Assurance 1 0.99 
Supervisor 5 4.95 
Superintendent 5 4.95 
Middle Manager 12 11.88 
Senior Manager 7 6.93 
 101 100 
 
From Table 3.5 one can learn that 9.9% of respondents had tenure at the organisation of 
0 to 1 year, 1 to 2 years and 5 to 6 years respectively.  Furthermore, it can be seen that 
4.95% of respondents had tenure with the company of 2 to 3 years, 3.96% had been 
working there for 3 to 4 years, and 6.93% had tenure of 4 to 5 years.  Lastly, a number of 
55 or 54.45% of respondents had been working for this petrochemical firm for 6 years or 
longer. 
 
Since the majority of respondents stay within their positions for longer periods one can 
deduce that experience and competence are acquired by such lengthy tenures.  One has 
to guard though against people becoming caught up in comfort zones and therefore 
showing resistance against the use of new technologies and current best practices. 
 
TABLE 3.5: DEMOGRAPHIC COMPOSITION OF THE SAMPLE:  TENURE  
Tenure Number of responses Percentage of responses 
0 – 1 year 10 9.90 
1 – 2 years 10 9.90 
2 – 3 years 5 4.95 
3 – 4 years 4 3.96 
4 – 5 years 7 6.93 
5 – 6 years 10 9.90 
>6 years 55 54.45  
 101 100.0 
56 
 
 
3.4 THE EMPIRICAL RESULTS 
 
The first step in the data analysis involved tests of whether the measuring instruments 
produced valid and reliable data. Subsequently multiple regression analyses of the 
relationships between the latent variables were conducted.  Descriptive statistics, of which 
the results will be shown in Chapter 4, of the data were also calculated. 
 
3.4.1 Validity of the data 
 
Collis and Hussey (2009) state that validity is the degree to which the research findings 
exactly reflect the phenomena under study.  In order to determine the validity of a 
research project, Leedy and Ormrod (2010: 97) propose that two essential questions be 
asked, namely: 
 
- Does the study have adequate controls to ensure that the conclusions to be drawn 
are truly implied by the data?  
- Can we use what we have observed in the research situation to make 
generalisations about the world beyond that specific situation? 
 
The validity of research can be determined in more than one way.  Face validity is the 
most common measure of validity which aims to certify that the test or measure being 
employed actually measured what it is expected to measure.  Another form of validity of 
value to research in the field of business management is construct validity.  Construct 
validity addresses concerns regarding phenomena which are not directly noticeable; 
including motivation, satisfaction, ambition and anxiety (Collis and Hussey, 2009: 65).  
Lastly, content validity is employed to evaluate the variables in question (Yaghmaie, 2003: 
25). 
 
In this study content validity and face validity were used in order to assess the validity of 
the empirical data. 
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3.4.2 Reliability of the data 
 
According to Collis and Hussey (2009: 64), reliability refers to a situation where no 
differences are obtained in the results if a research study is replicated.  Leedy and Ormrod 
(2010: 93) offer three ways in which the reliability of a measuring instrument could be 
increased, namely: 
 
- The instrument should always be administered in a consistent fashion, meaning 
there should be standardisation; 
- To the extent that subjective judgements are required, specific criteria should be 
instituted that dictate the kinds of judgments the researcher makes; and 
- Research assistants should be well trained in the use of the instrument in order to 
ensure that the same results are obtained. 
 
Reliability is seen as one of the indicators of the credibility of one’s research findings; the 
other indicator of research credibility is validity (Collis and Hussey, 2009: 64).  Research 
results are said to be reliable when the same results are derived from a replicate study.  
Significant emphasis is placed on replication in positivist studies (Collis and Hussey, 2009: 
64). 
 
According to Easterby-Smith, Thorpe and Jackson (2008: 109) as cited in Saunders, 
Lewis and Thornhill (2009: 156), research reliability can be measured by asking the 
following three questions: 
 
1. Will the measures produce the same results on different occasions? 
2. Will similar observations be achieved by other observers? and 
3. Is there transparency in the interpretation of raw data? 
 
Care was taken to use the measuring instrument in a standardised fashion.  A standard 
set of questionnaire questions were presented to all participants of the study.   
 
An objective measure of reliability at the researcher’s disposal is the measure of 
Cronbach’s alpha (Tavakol and Dennick, 2011: 53).  The Alpha measure was conceived 
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by Lee Cronbach in 1951 as a means of providing a measure of internal consistency of a 
test or scale and is communicated as a number between 0 and 1.  Internal consistency 
refers to the degree to which all test items appraise the same concept or construct 
(Tavakol and Dennick, 2011: 53). 
 
Acceptable alpha values vary between 0.70 and 0.95 where low values could be due to 
too few questions, meagre interrelatedness between items or heterogeneous constructs.  
On the other hand, an alpha which is too high could point to redundancy between items 
since they are testing the same issue in another semblance (Tavakol and Dennick, 2011: 
54). 
 
TABLE 3.6: CRONBACH ALPHA VALUES OF THE MEASURING INSTRUMENTS 
MEASURING INSTRUMENT 
 
ALPHA VALUE 
 
Affective organisational commitment 0.67 
Affective commitment to profession 0.74 
Career-pathing 0.76 
Continuance commitment to profession 0.78 
Normative commitment to profession 0.79 
Intent to resign (surrogate measure of 
employee retention) 
0.71 
Growth need satisfaction 0.68 
Job commitment 0.71 
 
In this study, Cronbach alpha will be used to test the reliability of data.  Table 3.6 shows 
that the alpha scores of all instruments are above 0.60.  According to Zikmund, Babin, 
Carr and Griffin (2013), the cut-off point for alpha scores is 0.60, which means that the 
data reflect fair reliability.  
 
3.4.3 Multiple regression analysis 
 
The multiple regression analysis was done with the aid of the STATISTICA Version 10 
(2010) computer application.  The relationship between the selected critical success 
factors for employee retention, which is to say the independent variables, was tested in 
relation to employee retention, which is to say the dependent variable.  The correlations 
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being tested include the impact of growth needs satisfaction, organisational commitment, 
job commitment, professional commitment and career-pathing on employee retention.   
 
The results of the multiple regression analysis are captured in Table 3.7 for the total 
sample, Table 3.8 for employees who were identified for career-pathing and Table 3.9 for 
employees who were not identified for career-pathing. 
 
TABLE 3.7: MULTIPLE REGRESSION ANALYSIS RESULTS – TOTAL SAMPLE 
Statistic Dependent variable: Employee retention 
 Value 
Multiple R 0.64246864 
Multiple R 0.41276595 
Adjusted R 0.36856554 
F(7,93) 9.3385 
p-value 0.000 
Std. Err. of 
Estimate 
 
N=101 
 
b* 
Std. Err. 
of b* 
B 
Std. Err. 
of b 
t(93) p-value 
Intercept   4.888738 0.541245 9.03239 0.000000 
AFCOM -0.349512 0.100156 -0.343192 0.098345 -3.48967 0.000741 
AFPRO -0.114030 0.104130 -0.155286 0.141804 -1.09507 0.276312 
CPATH -0.506294 0.122635 -0.559412 0.135501 -4.12846 0.000080 
COPRO 0.074288 0.102992 0.073946 0.102518 0.72130 0.472534 
GROWF 0.045021 0.099344 0.058053 0.128100 0.45318 0.651474 
JOCOM 0.081473 0.112370 0.101045 0.139364 0.72505 0.470243 
NOPRO 0.125799 0.139987 0.120492 0.134081 0.89865 0.371161 
Note: P-values in bold indicate a significant relationship 
 
In Table 3.7, the empirical results show that affective organisational commitment (r = -
0.349; p, 0.001) and career-pathing (r = -0.506; p, 0.001) are significantly negatively 
related to intent to resign (as surrogate measure of employee retention).  This means that 
the more affectively committed the employee is to the firm and the more employees are 
satisfied with career path opportunities, the less they would have intentions to resign. 
 
The other variables, namely growth needs satisfaction, job commitment, affective 
professional commitment, continuance professional commitment and normative 
professional commitment are not significantly related to intent to resign (as surrogate 
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measure of employee retention).  This means that these variables do not play an 
important role in employees’ intent to resign. 
 
The R2score of 0.412 indicates that the seven independent variables together explain 
41% of the movement in intent to resign, which means that these variables are important 
factors in employees’ decision to leave a firm with affective organisational commitment 
and career-pathing being the most important. 
 
TABLE 3.8: MULTIPLE REGRESSION ANALYSIS RESULTS – EMPLOYEES 
IDENTIFIED FOR CAREER-PATHING 
Statistic Dependent variable: Employee retention 
 Value 
Multiple R 0.68569323 
Multiple R 0.47017520 
Adjusted R 0.35778812 
F(7,33) 4.1835 
p-value 0.000 
Std. Err. of 
Estimate 
 
N=41 
 
b* 
Std. Err. 
of b* 
B 
Std. Err. 
of b 
t(33) p-value 
Intercept   4.557665 0.825817 5.51897 0.000004 
AFCOM -0.121070 0.193754 -0.120974 0.193600 -0.62487 0.536356 
AFPRO -0.187917 0.194558 -0.265941 0.275340 -0.96586 0.341139 
CPATH -0.802130 0.213039 -0.899890 0.239003 -3.76518 0.000652 
COPRO -0.022332 0.179634 -0.020421 0.164262 -0.12432 0.901815 
GROWF 0.248117 0.198404 0.342532 0.273902 1.25057 0.219888 
JOCOM 0.229538 0.227801 0.258116 0.256163 1.00762 0.320967 
NOPRO 0.058583 0.283398 0.053315 0.257916 0.20672 0.837502 
Note: P-values in bold indicate a significant relationship 
 
In Table 3.8 the results show that career-pathing (r = -0.80, p < 0.01) is significantly 
positively related to employee retention.  Therefore, the more the respondents are happy 
or aware that they have been identified for a career path, the less they intend to resign.  
Career-pathing therefore increases staff retention.  The other independent variables are 
not significantly related to their intent to resign. 
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TABLE 3.9: MULTIPLE REGRESSION ANALYSIS RESULTS – EMPLOYEES NOT 
IDENTIFIED FOR CAREER-PATHING 
Statistic Dependent variable: Employee retention 
 Value 
Multiple R 0.61069504 
Multiple R 0.37294843 
Adjusted R 0.28853765 
F(7,52) 4.4183 
p-value 0.000 
Std. Err. of 
Estimate 
 
N=60 
 
b* 
Std. Err. 
of b* 
B 
Std. Err. 
of b 
t(52) p-value 
Intercept   4.947130 0.761085 6.50011 0.000000 
AFCOM -0.462680 0.136142 -0.436373 0.128402 -3.39850 0.001307 
AFPRO -0.148151 0.146458 -0.187979 0.185831 -1.01156 0.316434 
CPATH -0.323466 0.152911 -0.415750 0.196536 -2.11539 0.039206 
COPRO 0.062735 0.136100 0.065186 0.141417 0.46095 0.646759 
GROWF -0.038312 0.131270 -0.046208 0.158321 -0.29186 0.771554 
JOCOM 0.119259 0.145579 0.156792 0.191396 0.81920 0.416408 
NOPRO 0.192559 0.171911 0.203233 0.181441 1.12011 0.267815 
Note: P-values in bold indicate a significant relationship 
 
Career-pathing (r = -0.32, p < 0.05) and affective organisational commitment (r = -0.46, p 
< 0.01) are significantly negatively correlated with intent to resign (as surrogate measure 
of staff retention).  Therefore, the more affective commitment employees display towards 
the organisation and the more employees are satisfied with career-path opportunities, the 
less they would have intentions to resign, resulting in higher employee retention. 
 
3.5 CHAPTER SUMMARY 
 
This chapter aimed to outline the research design, the methods used to gather primary 
data as well as to explain the reasons for adopting the particular research approach.  A 
section of the empirical results (assessing the validity and reliability of the data and the 
multiple regression analyses) is also reported in this chapter.  In the next chapter more 
empirical results are reported. 
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CHAPTER 4 
 
DESCRIPTIVE STATISTICS RESULTS 
 
 
4.1 INTRODUCTION 
 
Chapter Four contains a continuation of the data analysis and reporting of results initiated 
in Chapter Three.  Descriptive statistics based on the responses to the respective 
questionnaire statements were studied in an attempt to establish respondents’ 
perceptions on the identified critical success factors for employee retention. 
 
The computer software programme STATISCA Version (2010) was utilised as a vehicle to 
analyse the empirical data.  The empirical data include the means and standard 
deviations from the results.  In an attempt to ease the data analysis and add value to the 
interpretation, all strongly agree and agree responses were compressed into one section, 
namely agree, while all strongly disagree and disagree responses were compacted into 
another section (disagree). 
 
4.2 DESCRIPTIVE STATISTICS: FACTORS INFLUENCING EMPLOYEE 
RETENTION 
 
This section contains a synopsis of the responses from research participants to Section B 
of the questionnaire.  Summarised responses from participants are captured in Table 4.1 
to Table 4.24 and in Figure 4.1 to Figure 4.24.  These summarised responses contain 
respondents’ perceptions on the influence of affective organisational commitment (AOC), 
affective professional commitment (APC), career-pathing (CP), continuance professional 
commitment (CPC), growth needs satisfaction (GNS), job commitment (JC), and 
normative professional commitment (NPC) on employee retention (ER).  Respondents 
were requested to indicate the extent of their agreement with statements posed in the 
questionnaire as it pertains to their organisation.    
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4.2.1 Affective organisational commitment 
 
Both Figure 4.1 and Table 4.1 portray the participants’ responses tothe questionnaire 
statements regarding affective organisational commitment.  Table 4.1 depicts the average 
responses through the means and standard deviations relating to the respective 
questionnaire statements.  The mean score for affective organisational commitment taken 
as a whole is above 3.0 which suggest a reasonable level of affective organisational 
commitment. 
 
TABLE 4.1: DESCRIPTIVE STATISTICS ON AFFECTIVE ORGANISATIONAL 
COMMITMENT 
Code Statement 
Disagree 
% 
Neither 
agree nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
AOC1 I would be happy to spend 
the rest of my life in this 
organisation 
24.75 26.73 48.51 3.30 1.22 
AOC2 I enjoy discussing my 
organisation with people 
outside it 
24.82 28.71 46.53 3.27 1.11 
AOC3 I really feel as if this 
organisation’s problems 
are my own 
25.74 27.72 46.53 3.27 1.15 
AOC4 This organisation has a 
great deal of personal 
meaning for me 
16.83 24.75 58.42 3.51 1.04 
Average mean score = 3.34 
 
Table 4.1 and Figure 4.1 indicate that 58.4% of respondents felt that the organisation has 
a great deal of personal meaning for them.  Furthermore, 48.5% of respondents indicated 
that they would be happy to spend the rest of their working lives within the organisation, 
while 46.5% of respondents respectively pointed out that they enjoy discussing the 
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organisation with people outside of it, and feel that the organisation’s problems are their 
own.  A point of concern however is the fact that 25.7% of respondents disagreed with the 
statement that the organisation’s problems are their own.  
 
FIGURE 4.1: AFFECTIVE ORGANISATIONAL COMMITMENT - DESCRIPTIVE 
STATISTICS 
 
 
4.2.2  Affective professional commitment 
 
Table 4.2 reveals an average mean score of 3.94% suggesting a pleasing level of 
affective professional commitment in the organisation.  A large standard deviation relative 
to the mean on the statement that  being in one’s profession is key to one’s self-image is 
identified which may indicate that the mean does not give a good representation of the 
data because of the wide dispersion of the data values. 
 
Table 4.2 and Figure 4.2 show that 87.1% of respondents agree to the statement “I am 
proud to be in my profession” while 71.2% agreed to the statement “I am enthusiastic 
about being part of my profession”.  Conversely, 82.1% of respondents indicate regret at 
having entered their profession, 86.1% dislike being in their profession, while 78.2% of 
respondents replied that they do not identify with their profession. 
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TABLE 4.2: DESCRIPTIVE STATISTICS ON AFFECTIVE PROFESSIONAL 
COMMITMENT 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
APC1 Being in my profession is 
key to my self-image 
23.76 24.75 51.49 3.39 1.09 
APC2 I regret having entered my 
profession 
3.96 13.86 82.18 4.16 0.88 
APC3 I am proud to be in my 
profession 
1.98 10.89 87.13 4.15 0.68 
APC4 I dislike being in my 
profession 
4.95 8.91 86.14 4.17 0.83 
APC5 I do not identify with my 
profession 
5.94 15.84 78.22 3.95 0.86 
APC6 I am enthusiastic about 
being part of my profession 
9.90 18.81 71.29 3.80 0.89 
Average mean score = 3.94 
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FIGURE 4.2: AFFECTIVE PROFESSIONAL COMMITMENT – DESCRIPTIVE 
STATISTICS 
 
 
4.2.3 Career-pathing 
 
Table 4.3 indicates an average mean score of 3.22 suggesting general satisfaction with 
career-pathing practices. 
 
A very large percentage (88.11%) of respondents agreed to the statement that the 
company promotes from within and 58.41% agreed that if they stay with the company for 
the long term they will be adequately rewarded.  A significant number of respondents 
(59.4%) further indicated that having a career-path within the organisation will not serve 
as motivation for them to stay with the organisation.   
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FIGURE 4.3: CAREER-PATHING – DESCRIPTIVE STATISTICS 
 
 
TABLE 4.3: DESCRIPTIVE STATISTICS ON CAREER-PATHING 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
CP1 I have a clear career-path 
with my company 
23.76 31.68 44.55 3.22 1.13 
CP2 I will be adequately 
rewarded if I stay with the 
company for the long term 
24.75 16.83 58.41 3.36 1.22 
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Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
CP3 I understand the criteria I 
must meet to be promoted  
35.64 37.62 26.73 2.80 1.08 
CP4 My company promotes 
from within 
2.97 8.91 88.11 4.26 0.74 
CP5 Opportunities for career 
advancement are 
important to me  
50.49 21.78 27.72 2.69 1.16 
CP6 Having a career-path 
within the organisation will 
not serve as motivation for 
me to stay with the 
organisation 
24.75 15.84 59.4 3.28 1.11 
CP7 My organisation takes 
steps to ensure that I 
maximise my career 
potential 
43.56 20.79 35.64 2.94 1.23 
Average mean score = 3.22 
 
Half of the respondents (50.49%) disagreed with the statement that opportunities for 
career advancement are important to them, 27.72% agreed that opportunities for career 
advancement are important to them and 21.78% were undecided on this statement.  
Almost half (44.55%) of the respondents agreed that they have a clear career-path within 
the company, while 23.76% were in disagreement with this statement, the residual 
31.68% neither agreed nor disagreed with this statement. 
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Only 26.73% of respondents agreed that they understand the criteria to be promoted, 
37.62% of respondents neither agreed nor disagreed with this statement while 35.64% 
were in disagreement with this statement.  Just more than forty percent (43.56%) of 
respondents disagreed with the statement that “my organisation takes steps to ensure that 
I maximise my career potential”, 35.64% of respondents agreed with this statement, while 
20.79% were undecided on this statement. 
 
4.2.4 Continuance Professional Commitment 
 
Table 4.4 reveals an average mean score of 3.11, which points to satisfactory 
continuance commitment to their profession on the part of the respondents.  This means 
that those who find themselves in a particular profession see themselves continuing in 
that profession.   
 
TABLE 4.4: DESCRIPTIVE STATISTICS ON CONTINUANCE PROFESSIONAL 
COMMITMENT 
Code Statement Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
CPC1 I have put too much into my 
profession to consider changing 
now 
28.71 30.69 40.59 3.24 1.14 
CPC2 Changing professions now 
would be difficult for me to do 
48.51 19.80 31.68 2.79 1.24 
CPC3 Too much of my life would be 
disturbed if I were to change my 
profession 
44.55 22.77 32.67 2.88 1.22 
CPC4 It would be costly for me to 
change my profession now 
37.62 23.76 38.61 3.01 1.18 
CPC5 There are no pressures to keep 18.81 24.75 56.43 3.47 1.01 
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me from changing professions 
CPC6 Changing professions now 
would require considerable 
personal sacrifice 
28.71 19.80 51.48 3.28 1.11 
Average mean score = 3.11 
 
It can be seen from the empirical results that 40.59% of respondents agree with the 
statement that “I have put too much into my profession to consider changing now”, while 
28.71% of respondents disagreed with this statement and almost the same number of 
respondents (30.69%) neither agreed nor disagreed.  The empirical results further show 
that 56.43% of respondents agreed with the statement that there are no pressures to keep 
me from changing professions, while only 18.81% disagreed with this statement. 
 
FIGURE 4.4: CONTINUANCE PROFESSIONAL COMMITMENT – DESCRIPTIVE 
STATISTICS 
 
 
On the statement that it would be too costly for me to change my profession now it can be 
seen that more or less the same number of respondents agreed (38.61%) than those who 
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disagreed (37.62%), and an insignificant remainder (23.76%) remained neutral on this 
statement. 
 
4.2.5 Employee retention 
 
The empirical results recorded an average mean score of 2.48 for the retention of 
employees within the organisation.  This indicates a slightly negative rate with regard to 
employee retention since the average mean is below 3.0. 
 
TABLE 4.5: DESCRIPTIVE STATISTICS ON EMPLOYEE RETENTION 
Code Statement Disagree
% 
Neither 
agree 
nor 
disagree
% 
Agree
% 
Mean St. 
Dev. 
ER1 I will probably actively look 
for another job soon 
44.55 31.68 23.76 2.69 1.15 
ER2 I often think about resigning 59.4 22.77 17.82 2.31 1.11 
ER3 It would not take much to 
make me resign 
58.41 27.72 13.86 2.43 1.04 
ER4 There is not much to be 
gained from working for this 
organisation indefinitely 
53.46 30.69 15.84 2.48 1.00 
Average mean score = 2.48 
 
A significant proportion of respondents (59.4%) disagreed with the statement “I often think 
about resigning”, while only 17.82% agreed and 22.77% of respondents neither agreed 
nor disagreed with this statement.  Furthermore, it can be seen that 58.41% were in 
disagreement with the statement “It would not take much to make me resign”, while 
13.86% of respondents were in agreement and 27.72% neither agreed nor disagreed.   
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FIGURE 4.5: EMPLOYEE RETENTION - DESCRIPTIVE STATISTICS  
 
 
Just more than half of respondents (53.46%) disagreed with the statement “there is not 
much to be gained from working for this organisation indefinitely”, while only 15.84% 
agreed and 30.69% remained neutral on this statement. 
 
4.2.6 Growth need satisfaction 
 
The empirical results collated in Table 4.6 indicate an average mean score of 3.99 with 
regard to the satisfaction of their growth needs by the organisation.  This suggests that in 
general the respondents feel that the organisation is doing a satisfactory job in terms of 
satisfying their growth needs. 
 
The majority of respondents (88.11%) agreed with the statement “my job requires one to 
use a broad range of abilities” and only a small percentage (2.97%) of respondents 
disagreed with this statement.  In line with this trend, 85.15% of respondents indicated 
that they have the opportunity to do challenging tasks at work.   
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TABLE 4.6: DESCRIPTIVE STATISTICS ON GROWTH NEED SATISFACTION 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
GNS1 I have the opportunity to 
do challenging tasks at 
work 
5.94 8.91 85.15 4.09 0.90 
GNS2 I feel that I always learn 
new things from doing my 
work 
7.92 16.83 75.25 3.86 0.85 
GNS3 My job requires one to use 
a broad range of abilities 
2.97 8.91 88.11 4.23 0.77 
GNS4 In my job I need to make 
one or more important 
decision(s) everyday 
8.91 19.81 71.28 3.77 0.92 
Average mean score = 3.99 
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FIGURE 4.6: GROWTH NEEDS SATISFACTION – DESCRIPTIVE STATISTICS 
 
 
On the statement “in my job I need to make one or more important decisions everyday” 
71.28% of respondents agreed, 8.91% disagreed, while 19.81% remained neutral.  Three 
quarters of the respondents (75.25%) agreed with the statement “I feel that I always learn 
new things from doing my work”, while 7.92% disagreed with this statement.  One can 
deduce from the empirical results that respondents are broadly satisfied with regard to the 
satisfaction of their growth needs. 
 
4.2.7 Job commitment 
 
Table 4.7 shows an average mean score of 3.42 pertaining to the job commitment of 
respondents.  This seems to indicate a reasonable level of job commitment on the part of 
the respondents. 
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FIGURE 4.7: JOB COMMITMENT – DESCRIPTIVE STATISTICS 
 
 
TABLE 4.7: DESCRIPTIVE STATISTICS ON JOB COMMITMENT 
Code Statement Disagree 
% 
Neither 
agree 
nor 
disagree 
Agree 
% 
Mean 
% 
St. 
Dev. 
JC1 My work provides me 
with the main 
satisfaction in my life 
21.78 29.70 48.51 3.37 0.97 
JC2 The most important 
things that happen to 
me involve my work 
41.58 25.74 32.67 2.89 1.10 
JC3 I am a perfectionist 
when it comes to my 
work 
3.96 13.86 82.18 4.04 0.75 
JC4 I live, eat and breathe 
my job 
47.52 27.72 24.75 2.73 1.09 
JC5 I am very much involved 
in my work 
3.96 7.92 88.11 4.11 0.71 
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JC6 Most things in life are 
more important than 
work 
19.8 29.70 50.49 3.40 1.06 
Average mean score = 3.42 
 
The observed results signify that 82.18% of respondents agreed with the statement “I am 
a perfectionist when it comes to my work”, while only 3.96% of respondents disagreed and 
13.86% neither agreed nor disagreed with this statement.  A significant majority of 
respondents (88.11%) agreed with the statement “I am very much involved in my work” 
while only 7.92% remained neutral in this regard. 
 
Conversely, most respondents (41.58%) disagreed with the statement “The most 
important things that happen to me involve my work” compared to an agree rate of 
32.67% on this statement.  Similarly, 47.52% of respondents disagree with the statement 
“I live, eat and breathe my job”, while nearly a quarter (24.75%) were in agreement with 
this statement. 
While 48.51% of respondents agreed with the statement “my work provides me with the 
main satisfaction in my life” it is of concern that 29.70% neither agreed nor disagreed and 
21.78% disagreed. 
 
4.2.8 Normative professional commitment 
 
The empirical results reveal an average mean score of 3.0 on normative professional 
commitment.  This indicates a reasonable level of normative professional commitment 
among the respondents in the research. 
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TABLE 4.8: DESCRIPTIVE STATISTICS ON NORMATIVE PROFESSIONAL 
COMMITMENT 
Code Statement Disagree 
% 
Neither 
agree 
nor 
disagree 
Agree 
% 
Mean 
% 
St. 
Dev. 
NPC1 I believe people who 
have been trained in a 
profession have a 
responsibility to stay in 
that profession for a 
reasonable period of 
time 
37.62 14.85 47.52 3.10 1.30 
NPC2 I do not feel any 
obligation to remain in 
this profession 
39.60 23.76 36.63 3.01 1.20 
NPC3 I feel a responsibility to 
my profession to 
continue in it 
22.77 26.73 50.49 3.40 1.09 
NPC4 Even if it were to my 
advantage, I do not feel 
that it would be right to 
leave my profession 
now 
45.54 20.79 33.66 2.91 1.17 
NPC5 I would feel guilty if I left 
my profession 
59.40 19.80 20.79 2.53 1.12 
NPC6 I am in my profession 
because of a sense of 
loyalty to the profession 
39.60 21.78 38.61 3.03 1.15 
Average mean score = 3.00 
 
The results indicate that 50.49% of respondents agreed that they feel a responsibility to 
their profession to continue in it as opposed to 22.77% who disagreed with this statement.  
Almost half of the respondents (47.52%) agreed to the statement “I believe people who 
have been trained in a profession have a responsibility to stay in that profession for a 
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reasonable period of time” compared to 37.62% who indicate disagreement with this 
statement. 
 
It can further be seen that a large proportion of the respondents (59.40%) are at variance 
with the statement “I would feel guilty if I left my profession” while 20.79% answered this 
statement positively and 19.80% remained neutral.  A conclusive proportion of 
respondents (45.54%) disagreed with the statement “Even if it were to my advantage, I do 
not feel that it would be right to leave my profession now” while 33.66% concurred with 
this statement. 
 
From the above analysis one can construe that there is a reasonably even spread 
between respondents who display normative professional commitment as opposed to 
those who do not show normative professional commitment. 
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FIGURE 4.8 NORMATIVE PROFESSIONAL COMMITMENT – DESCRIPTIVE 
STATISTICS 
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4.3 COMPARATIVE ANALYSIS OF EMPIRCAL RESULTS: GROUP IDENTIFIED 
FOR CAREER-PATHING VERSUS GROUP NOT IDENTIFIED FOR CAREER-PATHING 
 
4.3.1 Affective organisational commitment (group identified for career-pathing) 
 
Table 4.9 and Figure 4.9 illustrate the responses from participants identified for career-
pathing on affective organisational commitment.  Table 4.9 shows the average responses 
by providing results for the means and standard deviation to individual questions.  The 
overall average mean score for affective organisational commitment in respondents 
identified for career-pathing is 3.53.  This indicates overall satisfactory affective 
organisational commitment amongst those individuals identified for career-pathing. 
 
TABLE 4.9: DESCRIPTIVE STATISTICS ON AFFECTIVE ORGANISATIONAL 
COMMITMENT (GROUPING IDENTIFIED FOR CAREER-PATHING) 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
AOC1 I would be happy to spend 
the rest of my life in this 
organisation 
14.64 31.71 53.66 3.51 1.12 
AOC2 I enjoy discussing my 
organisation with people 
outside it 
21.96 21.95 56.10 3.42 1.26 
AOC3 I really feel as if this 
organisation’s problems 
are my own 
19.51 29.27 51.22 3.46 1.05 
AOC4 This organisation has a 
great deal of personal 
meaning for me 
7.32 34.15 58.53 3.71 0.87 
Average mean score = 3.53 
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FIGURE 4.9: DESCRIPTIVE STATISTICS ON AFFECTIVE ORGANISATIONAL 
COMMITMENT (GROUPING IDENTIFIED FOR CAREER-PATHING) 
 
 
Table 4.9 and Figure 4.9 show that 58.53 % of respondents agreed that their organisation 
has a great deal of personal meaning for them.  A total of 56.10% of respondents 
indicated that they enjoy discussing their organisation with people outside of it.  A 
concerning 34.15% of respondents however were neutral in terms of the personal 
meaning that the organisation had for them.  A very low 7.32% of respondents indicated 
that the organisation does not have a great deal of personal meaning for them.  
 
The results also indicate that more respondents were neutral towards affective 
organisational commitment than those that disagreed, but were less than those that were 
in agreement with affective organisational commitment statements.  There is however no 
significant difference in the percentages of respondents in agreement with the individual 
statements which indicates that not one of the statements significantly depicts the 
respondents’ level of affective organisational commitment. 
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4.3.2 Affective organisational commitment (grouping not identified for career-
pathing) 
 
Table 4.10 and Figure 4.10 depict the responses of individuals not identified for career-
pathing on affective organisational commitment.  Table 4.10 indicates the average 
responses by providing results for the means and standard deviation to individual 
questions.  The aggregate mean score for affective organisational commitment in 
respondents not identified for career-pathing is 3.22.  This indicates an overall satisfaction 
with affective organisational commitment amongst those individuals not identified for 
career-pathing. 
 
TABLE 4.10: DESCRIPTIVE STATISTICS ON AFFECTIVE ORGANISATIONAL 
COMMITMENT (GROUPING NOT IDENTIFIED FOR CAREER-PATHING) 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
AOC1 I would be happy to spend 
the rest of my life in this 
organisation 
31.66 23.33 45.00 3.15 1.27 
AOC2 I enjoy discussing my 
organisation with people 
outside it 
26.66 33.33 40.00 3.18 1.00 
AOC3 I really feel as if this 
organisation’s problems 
are my own 
30.00 26.67 43.33 3.15 1.22 
AOC4 This organisation has a 
great deal of personal 
meaning for me 
23.33 18.33 58.34 3.38 1.14 
Average mean score = 3.22 
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A total of 58.34% of respondents indicated that their organisation has a great deal of 
personal meaning for them.  Altogether 31.66% of respondents declared that they would 
not be happy to spend the rest of their lives in this organisation.  There is a significant 
degree of variation between the highest percentage of agreement amongst the different 
statements with most respondents indicating that the organisation has a great deal of 
personal meaning for them and the least (40%) indicating that they enjoy discussing their 
organisation with outside people. 
 
FIGURE 4.10: DESCRIPTIVE STATISTICS ON AFFECTIVE ORGANISATIONAL 
COMMITMENT (GROUPING NOT IDENTIFIED FOR CAREER-PATHING) 
 
 
 
On comparison of the two groups, both the not identified and the identified for career-
pathing groups indicated with approximately 58% that they are in agreement that their 
organisation has a great deal of personal meaning for them.  In other words this statement 
had the biggest contribution towards the average satisfactory agreement with regard to 
affective organisational commitment in both groups. 
 
The group not identified for career-pathing displayed the most disagreement (31.66%) 
with the statement that they would be happy to spend the rest of their lives in their 
organisation whilst the group identified for career-pathing showed a 14.64% disagreement 
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with this statement.  The group identified for career-pathing showed with 7.32% the least 
disagreement with the statement that their organisation has a great deal of personal 
meaning to them whilst the group not identified indicated 23.33% disagreement with this 
statement. 
 
The group identified for career-pathing indicated a concerning neutral response of 34.15% 
towards the statement regarding the company having a great deal of personal meaning to 
them. This statement is also the highest amongst the neutral statements for affective 
organisational commitment in the identified for career-pathing group. This is in direct 
contrast with the not identified for career-pathing group where the respondents indicated a 
neutral response of 18.33% for this statement and the most decisive in their response as 
far as this statement was concerned. 
 
4.3.3 Affective professional commitment (grouping identified for career-pathing) 
 
Table 4.11 and Figure 4.11 demonstrate how the respondents among the identified for 
career-pathing group view affective professional commitment in their organisation.  Table 
4.11 details the average responses by providing results for the means and standard 
deviations to individual statements.  The overall average mean score of 3.99 indicates a 
high satisfactory level for affective professional commitment amongst the individuals 
identified for career-pathing. 
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TABLE 4.11: DESCRIPTIVE STATISTICS ON AFFECTIVE PROFESSIONAL 
COMMITMENT (GROUPING IDENTIFIED FOR CAREER-PATHING) 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
APC1 Being in my profession is 
key to my self-image 
7.32 24.39 68.29 3.78 0.82 
APC2 I regret having entered my 
profession 
7.32 12.20 80.49 4.02 0.94 
APC3 I am proud to be in my 
profession 
0 9.76 90.24 4.15 0.57 
APC4 I dislike being in my 
profession 
0 7.32 92.68 4.22 0.57 
APC5 I do not identify with my 
profession 
9.76 7.32 82.92 3.85 0.94 
APC6 I am enthusiastic about 
being part of my profession 
9.76 14.63 75.61 3.90 0.89 
Average mean score = 3.99 
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Table 4.11 and Figure 4.11 showed that a concerning total of 92.68% of respondents 
were in agreement that they dislike being in their profession whilst none of the 
respondents disagreed with this statement. Altogether 80.49% of respondents 
demonstrated that they regretted having entered their profession and 82.92% that they do 
not identify with their profession.  An overwhelming 90.24% of the respondents however 
indicated that they are proud to be in their profession with no respondents showing a 
disagreement with this statement. The respondents indicated with 68.29% their 
agreement that being in their profession is key to their self-image and 75.61% agreed that 
they are enthusiastic about being part of their profession.  
 
FIGURE 4.11: DESCRIPTIVE STATISTICS ON AFFECTIVE PROFESSIONAL 
COMMITMENT (GROUPING IDENTIFIED FOR CAREER-PATHING) 
 
 
 
Although the vast majority of respondents (92.68%) indicated that they dislike being in 
their profession they indicated with 90.24% that they are proud to be in their profession 
and with 75.61% agreement indicated that they are enthusiastic about being part of their 
profession.
87 
 
 
4.3.4 Affective professional commitment (grouping not identified for career-
pathing) 
 
Table 4.12 and Figure 4.12 illustrate how the respondents among the not identified for 
career-pathing group view affective professional commitment in their organisation.  Table 
4.11 depicts the average responses by providing results for the means and standard 
deviations to individual statements.  The overall average mean score of 3.90 indicates a 
high satisfactory level for affective professional commitment amongst the individuals not 
identified for career-pathing. 
 
TABLE 4.12: DESCRIPTIVE STATISTICS ON AFFECTIVE PROFESSIONAL 
COMMITMENT (GROUPING NOT IDENTIFIED FOR CAREER-PATHING) 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
APC1 Being in my profession is 
key to my self-image 
35.00 25.00 40.00 3.12 1.17 
APC2 I regret having entered my 
profession 
1.67 15.00 83.33 4.25 0.84 
APC3 I am proud to be in my 
profession 
3.33 11.67 85.00 4.15 0.76 
APC4 I dislike being in my 
profession 
8.34 10.00 81.67 4.13 0.96 
APC5 I do not identify with my 
profession 
3.33 21.67 75.00 4.02 0.81 
APC6 I am enthusiastic about 
being part of my profession 
10.00 21.67 68.34 3.73 0.90 
Average mean score = 3.90 
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The respondents agreed with a score of 85% that they are proud to be in their profession.  
A total of 83.33% of respondents demonstrated regret for having entered into their 
profession, 81.67% showed that they dislike being in their profession and 75% did not 
identify with their profession.  A significant proportion (35%) of participants disagreed that 
being in their profession is key to their self-image. 
 
FIGURE 4.12: DESCRIPTIVE STATISTICS ON AFFECTIVE PROFESSIONAL 
COMMITMENT (GROUPING NOT IDENTIFIED FOR CAREER PATH) 
 
 
 
Although 81.67% of respondents indicated that they dislike being in their profession the 
majority of respondents (85%) indicated their agreement with the statement that they are 
proud to be in their profession. 
 
When comparing the two groups both the group identified for career-pathing and the 
group  not identified for career-pathing showed a significant agreement that they dislike 
being in their profession (92.68% and 81.67% respectively). However both groups 
indicated with a significantly high percentage (90.24% and 85% respectively) that they are 
proud to be in their profession. 
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Both groups showed a disagreement with the statement that being in their profession is 
key to their self-image with the not identified for career-path group showing the highest 
disagreement amongst all statements (30%) for this item.  The identified for career-
pathing group showed the least agreement (68.29%) with this statement amongst all 
statements. 
 
With an overall average mean score of 3.99% for affective professional commitment, the 
group identified for career-pathing demonstrated the second highest satisfactory level next 
to growth need satisfaction in the identified for career-pathing group with an average 
mean score of 4.11. 
 
4.3.5 Career-pathing (grouping identified for career-pathing) 
 
Table 4.13 and Figure 4.13 depict the views of respondents on career-pathing in their 
organisation amongst those individuals who are identified for career-pathing.  Table 4.13 
indicates the average responses by providing results for the means and standard 
deviations to the individual statements pertaining to career-pathing in the organisation.  An 
overall average mean score of 3.68 shows a satisfactory level of perception towards 
career-pathing amongst the individuals identified for career-pathing. 
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TABLE 4.13:  DESCRIPTIVE STATISTICS ON CAREER-PATHING (GROUPING 
IDENTIFIED FOR CAREER-PATHING) 
 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
CP1 I have a clear career-path 
with my company 
14.63 24.39 60.97 3.63 0.94 
CP2 I will be adequately 
rewarded if I stay with the 
company for the long term 
4.88 14.63 80.49 3.95 0.74 
CP3 I understand the criteria I 
must meet to be promoted  
14.64 39.02 46.35 3.39 0.92 
CP4 My company promotes 
from within 
2.44 12.20 85.36 4.24 0.77 
CP5 Opportunities for career 
advancement are 
important to me  
24.39 17.07 58.53 3.49 1.10 
CP6 Having a career-path 
within the organisation will 
not serve as motivation for 
me to stay with the 
organisation 
26.84 19.51 53.66 3.46 1.23 
CP7 My organisation takes 
steps to ensure that I 
maximise my career 
potential 
14.64 26.83 58.54 3.63 1.04 
Average mean score = 3.68 
 
Altogether 85.36% of respondents indicated that the company promotes from within.  The 
highest percentage of disagreement (26.84%) was allocated to the statement that having 
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a career-path within the organisation will not serve as motivation for them to stay with the 
organisation.  This response could be due to factors such as the age of the respondent 
(older respondents who are intent on retiring would not be persuaded to remain because 
of having a career-path in the company).   
 
FIGURE 4.13: DESCRIPTIVE STATISTICS ON CAREER-PATHING (GROUPING 
IDENTIFIED FOR CAREER-PATHING) 
 
 
A total of 80.49% of respondents agreed that they will be adequately rewarded if they stay 
with the company for the long term.  Therefore, for most of these respondents it is seen as 
positive to have a career growth and development path to follow as there is reward in it for 
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them.   A total of 60.97% of respondents showed that they do have a clear career-path in 
the company whilst 14.63% showed that they did not. 
 
4.3.6 Career-pathing (grouping not identified for career-pathing) 
 
TABLE 4.14: DESCRIPTIVE STATISTICS ON CAREER-PATHING (GROUPING NOT 
IDENTIFIED FOR CAREER-PATHING) 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
CP1 I have a clear career-path 
with my company 
30.00 36.67 33.34 2.93 1.16 
CP2 I will be adequately 
rewarded if I stay with the 
company for the long term 
38.33 18.33 43.33 2.95 1.32 
CP3 I understand the criteria I 
must meet to be promoted  
50.00 36.67 13.33 2.40 0.99 
CP4 My company promotes 
from within 
3.33 6.67 90.00 4.27 0.73 
CP5 Opportunities for career 
advancement are 
important to me  
68.33 25.00 6.67 2.15 0.86 
CP6 Having a career-path 
within the organisation will 
not serve as motivation for 
me to stay with the 
organisation 
23.33 13.33 63.34 3.58 1.14 
CP7 My organisation takes 
steps to ensure that I 
maximise my career 
potential 
63.34 16.67 20.00 2.47 1.13 
Average mean score = 2.96 
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On comparing the two groups (the part of the sample identified for career-pathing versus 
the part of the sample not identified for career-pathing)  there is a significant difference in 
the overall average mean score concerning cognition towards career-pathing between the 
group identified for career-pathing (3.68) and the group not identified for career-pathing 
(2.96).  The difference between these two overall means will be explored through analysis 
of each questionnaire statement. 
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FIGURE 4.14: DESCRIPTIVE STATISTICS ON CAREER-PATHING (GROUPING NOT 
IDENTIFIED FOR CAREER-PATHING) 
 
 
 
It is seen that ninety percent (90%) of respondents not identified for career-pathing agreed 
that the company promotes from within, while only a small percentage (3.33%) disagreed 
with this statement.  Furthermore it is apparent that 68.33% of respondents disagreed with 
the statement “opportunities for career advancement are important to me”, 25% of 
respondents however neither agreed nor disagreed on this statement.  Lastly, 63.34% of 
respondents not identified for career-pathing confirmed that “having a career-path within 
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the organisation will not serve as motivation for me to stay with the organisation”, and 
63.34% disagreed that their organisation takes steps to maximise their career potential. 
 
The analysis of these statements suggests a clear difference in respect of those identified 
for career-pathing compared to those not identified for career-pathing.  The perception of 
the group not identified for career-pathing appears more negative toward the practice of 
career-pathing than those identified for career-pathing. 
 
4.3.7 Continuance professional commitment (grouping identified for career-
pathing) 
 
An average mean score of 3.37 is generated by the empirical results for continuance 
professional commitment for the part of the sample which is identified for career-pathing.  
This rate is considered positive since the mean is above 3.0. 
 
TABLE 4.15: DESCRIPTIVE STATISTICS ON CONTINUANCE PROFESSIONAL 
COMMITMENT (GROUPING IDENTIFIED FOR CAREER-PATHING) 
 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
CPC1 I have put too much into my 
profession to consider changing 
now 
17.07 34.15 48.78 3.56 1.05 
CPC2 Changing professions now 
would be difficult for me to do 
31.71 26.83 41.47 3.15 1.15 
CPC3 Too much of my life would be 
disturbed if I were to change my 
profession 
26.83 29.27 43.90 3.22 1.19 
CPC4 It would be costly for me to 
change my profession now 
26.83 29.27 43.90 3.32 1.11 
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Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
CPC5 There are no pressures to keep 
me from changing professions 
14.63 31.71 53.65 3.54 0.92 
CPC6 Changing professions now 
would require considerable 
personal sacrifice 
17.08 31.71 51.22 3.44 1.05 
Average mean score = 3.37 
 
The empirical results reveal that 53.65% of respondents identified for career-pathing 
agreed that there are no pressures to keep them from changing professions.  
Furthermore, 48.78% of these respondents indicated that they have put too much into 
their profession to consider changing it now, 34.15% however remained neutral, while 
only 17.07% disagreed with this assertion.  On the statement “changing professions now 
would be difficult for me to do” 31.71% of respondents were in disagreement. 
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FIGURE 4.15: DESCRIPTIVE STATISTICS ON CONTINUANCE PROFESSIONAL 
COMMITMENT (GROUPING IDENTIFIED FOR CAREER-PATHING) 
 
 
 
While a reasonably large proportion of respondents identified for career-pathing neither 
agreed nor disagreed, it can be seen that on average more respondents indicated a 
positive perception towards continuance professional commitment.   
 
4.3.8 Continuance professional commitment (grouping not identified for career-
pathing) 
 
The empirical results reflect an average mean score of 2.94 on continuance professional 
commitment for the part of the sample not identified for career-pathing.  This rate is 
marginally negative since the mean is just below 3.0 
 
 
 
 
98 
 
TABLE 4.16: DESCRIPTIVE STATISTICS ON CONTINUANCE PROFESSIONAL 
COMMITMENT (GROUPING NOT IDENTIFIED FOR CAREER-PATHING) 
 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
CPC1 I have put too much into my 
profession to consider changing 
now 
36.66 28.33 35.00 3.02 1.16 
CPC2 Changing professions now 
would be difficult for me to do 
60.00 15.00 25.00 2.55 1.25 
CPC3 Too much of my life would be 
disturbed if I were to change my 
profession 
56.66 18.33 25.00 2.65 1.19 
CPC4 It would be costly for me to 
change my profession now 
45.00 20.00 35.00 2.82 1.20 
CPC5 There are no pressures to keep 
me from changing professions 
21.67 20.00 58.34 3.43 1.06 
CPC6 Changing professions now 
would require considerable 
personal sacrifice 
36.67 11.67 51.66 3.17 1.15 
Average mean score = 2.94 
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FIGURE 4.16: DESCRIPTIVE STATISTICS ON CONTINUANCE PROFESSIONAL 
COMMITMENT (GROUPING NOT IDENTIFIED FOR CAREER-PATHING) 
 
 
 
A score of 60% shows that most of the respondents disagreed that changing professions 
now would be too difficult for them to do.  Similarly, 56.66% of these respondents 
disagreed with the statement “too much of my life would be disturbed if I were to change 
my profession”.  The responses to these statements reveal a willingness to change 
professions. 
 
The highest neutral percentage response was 28.33% for the statement “I have put too 
much into my profession to consider changing now”.  A large proportion of respondents, 
namely fifty-eight percent (58.34%) agreed that there are no pressures to keep them from 
changing professions, whereas 51.66% felt that changing professions now would require 
considerable personal sacrifice. 
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4.3.9 Employee retention (grouping identified for career-pathing) 
 
An average mean score of 2.21 is depicted for employee retention in the case of 
respondents identified for career-pathing.   
 
TABLE 4.17: DESCRIPTIVE STATISTICS ON EMPLOYEE RETENTION (GROUPING 
IDENTIFIED FOR CAREER-PATHING) 
 
Code Statement 
Disagree
% 
Neither 
agree 
nor 
disagree
% 
Agree
% 
Mean 
St. 
Dev. 
ER1 I will probably actively look 
for another job soon 
60.97 26.83 12.20 2.34 1.06 
ER2 I often think about resigning 70.73 17.07 12.20 2.02 1.04 
ER3 It would not take much to 
make me resign 
73.17 17.07 9.76 2.20 0.93 
ER4 There is not much to be 
gained from working for this 
organisation indefinitely 
63.41 24.39 12.20 2.29 1.01 
Average mean score = 2.21 
 
Upon analysing the responses to these statements it becomes evident that this lower 
mean score indicates a positive perception towards employee retention for respondents 
identified for career-pathing. 
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FIGURE 4.17: DESCRIPTIVE STATISTICS ON EMPLOYEE RETENTION (GROUPING 
IDENTIFIED FOR CAREER-PATHING) 
 
 
 
A significant proportion of respondents (73.17%) conclusively disagreed with the 
statement “it would not take much to make me resign” compared to an agree rate of 
9.76%.  On the statement “I often think about resigning” a disagreement rate of 70.73% 
was recorded.  When confronted with the statement “I will probably actively look for 
another job soon”, sixty percent (60.97%) of respondents disagreed while only 12.20% 
agreed and 26.83% neither agreed nor disagreed. 
 
A clear positive slant towards employee retention can thus be seen in the case of 
respondents identified for career-pathing. 
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4.3.10 Employee retention (grouping not identified for career-pathing) 
 
The empirical results indicate an average mean score of 2.66 on employee retention for 
respondents not identified for career-pathing.  This mean score which is below three may 
indicate lower employee retention intention on the part of respondents not identified for 
career-pathing. 
 
TABLE 4.18: DESCRIPTIVE STATISTICS ON EMPLOYEE RETENTION (GROUPING 
NOT IDENTIFIED FOR CAREER-PATHING) 
Code Statement 
Disagree
% 
Neither 
agree 
nor 
disagree
% 
Agree
% 
Mean 
St. 
Dev. 
ER1 I will probably actively look 
for another job soon 
33.33 35.00 31.66 2.93 1.15 
ER2 I often think about resigning 51.67 26.67 21.66 2.52 1.13 
ER3 It would not take much to 
make me resign 
48.34 35.00 16.67 2.58 1.09 
ER4 There is not much to be 
gained from working for this 
organisation indefinitely 
46.66 35.00 18.34 2.60 0.98 
Average mean score = 2.66 
 
On the statement “I will probably actively look for another job soon” one can see that 
33.33% of respondents disagreed, while 31.66% agreed with this statement and 35% 
neither agreed nor disagreed.  The responses to this statement is divided more or less 
equally between the three response options, however 35% was the highest response 
which was for the neither agree nor disagree option.  The response to this statement is 
thus quite inconclusive. 
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FIGURE 4.18: DESCRIPTIVE STATISTICS ON EMPLOYEE RETENTION (GROUPING 
NOT IDENTIFIED FOR CAREER-PATHING) 
 
 
 
A score of 51.67% indicates that the majority of respondents disagreed that they often 
think about resigning, while 21.66% agreed that they do often think about resigning.  It is 
interesting to note however that more respondents neither disagreed nor agreed (26.67%) 
than those who agreed with this statement.  This tendency is also apparent in the rest of 
the responses to these statements.  For example, 48.34% of respondents disagreed with 
the statement “it would not take much to make me resign”, while 35% remained neutral 
and 16.67% of respondents agreed. 
 
4.3.11 Growth need satisfaction (grouping identified for career-pathing) 
 
An average mean score of 4.11 is observed for growth need satisfaction on the part of 
respondents identified for career-pathing.  This is a favourable rate as the mean is well 
above three.  
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TABLE 4.19: DESCRIPTIVE STATISTICS ON GROWTH NEED SATISFACTION 
(GROUPING IDENTIFIED FOR CAREER-PATHING) 
 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
GNS1 I have the opportunity to 
do challenging tasks at 
work 
0 14.63 85.36 4.24 0.70 
GNS2 I feel that I always learn 
new things from doing my 
work 
2.44 12.20 85.37 4.10 0.70 
GNS3 My job requires one to use 
a broad range of abilities 
2.44 12.20 85.36 4.22 0.76 
GNS4 In my job I need to make 
one or more important 
decision(s) everyday 
2.44 21.95 75.61 3.88 0.68 
Average mean score = 4.11 
 
The empirical results reveal that the vast majority of respondents (85.36%) agreed that 
they have the opportunity to do challenging tasks at work, while only 14.63% remained 
neutral and no (zero) respondents disagreed with this statement.  When confronted with 
the statement “I feel that I always learn new things from doing my work” 85.37% of 
respondents answered positively while only 2.44% responded negatively.   
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FIGURE 4.19: DESCRIPTIVE STATISTICS ON GROWTH NEED SATISFACTION 
(GROUPING IDENTIFIED FOR CAREER-PATHING) 
 
 
 
The highest neutral response rate (21.95%) was received on the statement “in my job I 
need to make one or more important decision(s) everyday”, while 75.61% of respondents 
were in agreement with this statement.  The high proportion of respondents neither 
agreeing nor disagreeing with the latter statement could be due to the fact that employees 
may perceive decision making as a managerial function. 
 
4.3.12 Growth need satisfaction (grouping not identified for career-pathing) 
 
An average mean of close to 4.0, which is to say 3.9, is revealed for growth need 
satisfaction on the part of respondents not being identified for career-path development.  
This average mean is not significantly different (lower) than the overall mean of 4.11 
observed for growth need satisfaction pertaining to respondents identified for career-path 
development. 
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TABLE 4.20: DESCRIPTIVE STATISTICS ON GROWTH NEED SATISFACTION 
(GROUPING NOT IDENTIFIED FOR CAREER-PATHING) 
 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
% 
Agree 
% 
Mean 
St. 
Dev. 
GNS1 I have the opportunity to 
do challenging tasks at 
work 
10.00 5.00 85.00 3.98 1.00 
GNS2 I feel that I always learn 
new things from doing my 
work 
11.67 20.00 68.33 3.70 0.91 
GNS3 My job requires one to use 
a broad range of abilities 
3.34 6.67 90.00 4.23 0.79 
GNS4 In my job I need to make 
one or more important 
decision(s) everyday 
13.33 18.33 68.33 3.70 1.05 
Average mean score = 3.90 
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FIGURE 4.20: DESCRIPTIVE STATISTICS ON GROWTH NEED SATISFACTION 
(GROUPING NOT IDENTIFIED FOR CAREER-PATHING) 
 
 
 
It is observed that 85% of respondents agreed that they have the opportunity to do 
challenging tasks at work (the same percentage as for the group not identified for career-
pathing).  A staggering ninety percent (90%) of respondents agreed with the statement 
“my job requires one to use a broad range of abilities” while only 3.34% disagreed and 
6.67% neither agreed nor disagreed. 
 
Upon analysis and comparison of the part of the sample identified for career-pathing 
versus those not identified for career-pathing as far as growth need satisfaction is 
concerned, one finds that there is no significant difference in their responses and 
therefore perception toward the satisfaction of their growth needs by the petrochemical 
firm. 
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4.3.13 Job commitment (grouping identified for career-pathing) 
 
The descriptive statistics for the variable of job commitment as it pertains to respondents 
identified for career-pathing displays an average mean score of 3.55, indicating broadly 
that they experience job commitment. 
 
TABLE 4.21: DESCRIPTIVE STATISTICS ON JOB COMMITMENT (GROUPING 
IDENTIFIED FOR CAREER-PATHING) 
 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
Agree 
% 
Mean 
% 
St. 
Dev. 
JC1 My work provides me 
with the main 
satisfaction in my life 
4.88 34.15 60.97 3.71 0.78 
JC2 The most important 
things that happen to 
me involve my work 
19.52 34.15 46.35 3.32 1.08 
JC3 I am a perfectionist 
when it comes to my 
work 
0 17.07 82.92 4.00 0.59 
JC4 I live, eat and breathe 
my job 
31.71 34.15 34.15 3.12 1.05 
JC5 I am very much involved 
in my work 
4.88 7.32 87.80 4.07 0.72 
JC6 Most things in life are 
more important than 
work 
31.71 31.71 36.59 3.05 1.14 
Average mean score = 3.55 
 
The overall mean is substantiated by the results on the individual statements.  As such 
one can see that a substantial proportion of respondents (87.80%) agree that they are 
109 
 
very much involved in their work, as opposed to only 4.88% that indicate disagreement 
and 7.32% who neither indicate agreement nor disagreement. 
 
FIGURE 4.21: DESCRIPTIVE STATISTICS ON JOB COMMITMENT (GROUPING 
IDENTIFIED FOR CAREER-PATHING) 
 
 
 
The responses received on the statements “I live, eat and breathe my job” and “most 
things in life are more important than work” are reasonably evenly spread between the 
three broad response categories.  The responses for the statement “I live, eat, and 
breathe my job” are that 34.15% of respondents respectively agreed with the statement 
and remained neutral, while 31.71% indicated disagreement. 
 
It is evident however that more respondents responded positively to job commitment than 
those who responded negatively. 
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4.3.14 Job commitment (grouping not identified for career-pathing) 
 
The empirical results reveal an average mean of 3.34 for job commitment on the part of 
employees not identified for career-path development, indicating that they are broadly 
experiencing job commitment.  This mean is not significantly different from the mean 
observed for the part of the sample identified for career-pathing, which is 3.55. 
 
TABLE 4.22: DESCRIPTIVE STATISTICS ON JOB COMMITMENT (GROUPING NOT 
IDENTIFIED FOR CAREER-PATHING) 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
Agree 
% 
Mean 
% 
St. 
Dev. 
JC1 My work provides me 
with the main 
satisfaction in my life 
33.34 26.67 40.00 3.13 1.02 
JC2 The most important 
things that happen to 
me involve my work 
56.67 20.00 23.33 2.60 1.03 
JC3 I am a perfectionist 
when it comes to my 
work 
6.67 11.67 81.67 4.07 0.84 
JC4 I live, eat and breathe 
my job 
58.34 23.33 18.33 2.47 1.05 
JC5 I am very much involved 
in my work 
3.33 8.33 88.33 4.13 0.70 
JC6 Most things in life are 
more important than 
work 
11.67 28.33 60.00 3.63 0.94 
Average mean score = 3.34 
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It is noticeable that 88.33% of respondents agreed that they are very much involved in 
their work.  A positive attestation is given by 81.67% of respondents that they are 
perfectionists when it comes to their work, as opposed to 6.67% who disagreed.  
 
FIGURE 4.22: DESCRIPTIVE STATISTICS ON JOB COMMITMENT (GROUPING NOT 
IDENTIFIED FOR CAREER-PATHING) 
 
 
The empirical results further reveal that 58.34% of respondents profess that they do not 
live, eat and breathe their job.  It is interesting though that 18.33% agreed that they do in 
fact live, eat and breathe their job.  Therefore, even though these respondents view their 
jobs as important they do not perceive them to be the overarching activity of their life. 
 
4.3.15 Normative professional commitment (grouping identified for career-pathing) 
 
An overall mean score of 3.39 is observed for normative professional commitment as far 
as respondents identified for career-pathing are concerned.  This mean leans towards a 
positive confirmation regarding normative professional commitment. 
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TABLE 4.23: DESCRIPTIVE STATISTICS ON NORMATIVE PROFESSIONAL 
COMMITMENT (GROUPING IDENTIFIED FOR CAREER-PATHING) 
 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
Agree 
% 
Mean 
% 
St. 
Dev. 
NPC1 I believe people who 
have been trained in a 
profession have a 
responsibility to stay in 
that profession for a 
reasonable period of 
time 
17.07 21.95 60.97 3.59 1.02 
NPC2 I do not feel any 
obligation to remain in 
this profession 
19.51 34.15 46.34 3.39 1.02 
NPC3 I feel a responsibility to 
my profession to 
continue in it 
12.20 21.95 65.85 3.71 0.98 
NPC4 Even if it were to my 
advantage, I do not feel 
that it would be right to 
leave my profession 
now 
31.71 24.39 43.90 3.29 1.10 
NPC5 I would feel guilty if I left 
my profession 
48.78 21.95 29.27 2.85 1.11 
NPC6 I am in my profession 
because of a sense of 
loyalty to the profession 
24.39 19.51 56.09 3.49 1.05 
Average mean score = 3.39
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One can observe that 60.97% of respondents were in agreement with the statement “I 
believe people who have been trained in a profession have a responsibility to stay in that 
profession for a reasonable period of time”, whereas 17.07% of respondents disagreed 
with this statement.  Furthermore 65.85% of respondents agreed that they feel a 
responsibility to their profession to continue in it, while 21.95% of respondents neither 
disagreed nor agreed on this statement.   
 
FIGURE 4.23: DESCRIPTIVE STATISTICS ON NORMATIVE PROFESSIONAL 
COMMITMENT (GROUPING IDENTIFIED FOR CAREER-PATHING) 
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While more respondents are seen as being in agreement with the normative professional 
commitment statement it is noticeable that 48.78% of respondents disagreed that “I would 
feel guilty if I left my profession”, while 29.27% agreed and 21.95% neither agreed nor 
disagreed. 
 
4.3.16 Normative professional commitment (grouping not identified for career-
pathing) 
 
An average mean score of 2.73 is generated for normative professional commitment on 
the part of respondents not identified for career-pathing. 
 
TABLE 4.24: DESCRIPTIVE STATISTICS ON NORMATIVE PROFESSIONAL 
COMMITMENT (GROUPING NOT IDENTIFIED FOR CAREER-PATHING) 
Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
Agree 
% 
Mean 
% 
St. 
Dev. 
NPC1 I believe people who 
have been trained in a 
profession have a 
responsibility to stay in 
that profession for a 
reasonable period of 
time 
51.67 10.00 38.34 2.77 1.37 
NPC2 I do not feel any 
obligation to remain in 
this profession 
53.33 16.67 30.00 2.75 1.24 
NPC3 I feel a responsibility to 
my profession to 
continue in it 
30.00 30.00 40.00 3.18 1.11 
NPC4 Even if it were to my 
advantage, I do not feel 
that it would be right to 
leave my profession 
now 
55.00 18.33 26.67 2.65 1.15 
NPC5 I would feel guilty if I left 
my profession 
 
66.67 18.33 15.00 2.32 1.08 
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Code Statement 
Disagree 
% 
Neither 
agree 
nor 
disagree 
Agree 
% 
Mean 
% 
St. 
Dev. 
NPC6 I am in my profession 
because of a sense of 
loyalty to the profession 
50.00 23.33 26.67 2.72 1.12 
Average mean score = 2.73 
 
A disagree rate of 66.67% (the highest disagree rate) is portrayed for the statement “I 
would feel guilty if I left my profession” versus 15% agreement and 18.33% being in 
neither agreement nor disagreement with this statement.  Contrary to the response to the 
previous statement, 55% of respondents disagreed with the statement “even if it were to 
my advantage, I do not feel that it would be right to leave my profession now”, meaning 
that when an advantageous opportunity presents itself they would be prepared to leave 
their profession. 
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FIGURE 4.24: DESCRIPTIVE STATISTICS ON NORMATIVE PROFESSIONAL 
COMMITMENT (GROUPING NOT IDENTIFIED FOR CAREER-PATHING) 
 
 
Most of the respondents (53.33%) felt that they do not feel any obligation to remain in their 
profession (disagree), while 30% agreed on this topic.  A more or less even spread of 
responses is observed to the statement “I feel a responsibility to my profession to continue 
in it” with 40% of respondents in agreement and 30% of respondents respectively 
disagreed and neither agreed nor disagreed. 
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Upon comparing the responses of the group identified for career-pathing and the group of 
respondents not identified for career-pathing, it becomes apparent that the group not 
identified for career-pathing have a less positive view toward normative professional 
commitment than those participants who have been identified for career-pathing. 
 
4.4 CHAPTER SUMMARY 
 
This chapter portrayed the regression and descriptive statistics outcomes of the research 
project.  According to the multiple regression analysis, Affective Organisational 
Commitment and Career-pathing are significantly negatively related to intent to resign (as 
surrogate measure of employee retention).  Therefore, the more affectively committed the 
employee is to the firm and the more employees are satisfied with career-path 
opportunities, the less they will have intentions to resign. 
 
The other variables that were explored, namely: Continuance Professional Commitment, 
Growth Need Satisfaction, Job Commitment and Normative Professional Commitment, 
proved not to be significantly related to intent to resign (as surrogate measure of 
employee retention).  This means that these variables do not play an important role in 
employees’ intent to resign in this sample. 
 
The following chapter will address the managerial implications provided by the quantitative 
analysis in this chapter.  Recommendations on how management can improve employee 
retention will also be discussed. 
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CHAPTER 5 
 
FINDINGS, CONCLUSIONS AND RECOMMENDATIONS 
 
 
5.1 INTRODUCTION 
 
Chapter 5 represents the findings, conclusion and recommendations of the entire 
research project.  In this final chapter, the empirical results are reviewed with a view to 
drawing managerial inferences.  The chapter is initiated with an overview of the study in 
its entirety.  Thereafter, the empirical outcomes as they relate to each variable as 
envisioned in the hypothesised model are considered.  Finally, the shortcomings of the 
research project as well as recommendations for future research are examined.  
 
5.2 OVERVIEW OF THE STUDY 
 
Chapter 2 presented the literature that underpins the study.  The literature considers the 
proposed factors deemed to have an influence on employee retention.  These factors 
include affective organisational commitment, affective professional commitment, 
continuance professional commitment, normative professional commitment, career-
pathing, growth need satisfaction and job commitment. 
 
In Chapter 3, the methodology to be used in conducting the empirical research was 
discussed.  The research design was proposed as well as the research approach to be 
followed.  The questionnaire was introduced as the preferred research instrument and the 
validity and reliability of the measuring instruments were considered.  In addition, 
demographic analysis of the sample was conducted, as well as multiple regression 
analysis on the proposed factors that have a bearing on employee retention. 
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Chapter 4 presented the descriptive statistics, which is to say the mean scores, standard 
deviations as well as the extent to which responses agreed or disagreed with each 
statement in the questionnaire.  Descriptive statistics were first presented for the sample 
as a whole, and thereafter a comparative analysis was conducted between two parts of 
the sample (one part includes respondents identified for career-pathing, while the other 
part consists of respondents not identified for career-pathing) to determine the specific 
impact of career-pathing on employee retention. 
 
The following sections elucidate the managerial application of the empirical findings.  
Finally, shortcomings of the study are pointed out in addition to recommendations for 
future research. 
 
5.2.1 Affective organisational commitment 
 
Organisational commitment was defined in Chapter 2 as the intensity withwhich an 
employee identifies with a particular organisation and its vision and is intent on 
maintaining an employment relationship with that organisation (Cunnigham, 2011:74). 
 
A generally accepted model of organisational commitment is the one developed by Allen 
and Meyer.  According to their model, organisational commitment encompasses three 
elements, namely affective, continuance and normative organisational commitment (Vural, 
Vardarlier and Aykir, 2012: 345).  Affective commitment entails an employee’s association 
with the organisation and participation in organisational goals. 
 
The empirical results as depicted in Table 4.1 indicate an average mean score of 3.34 for 
the sample as a whole, a mean score of 3.53 for the part of the sample identified for 
career-pathing (Table 4.9) and a mean score of 3.22 (Table 4.10) for the part of the 
sample not identified for career-pathing.  The general mean for affective organisational 
commitment of 3.34 suggests a reasonable level of affective organisational commitment.  
It should be noted that the overall mean score obtained from the grouping identified for 
career-pathing is higher than the overall mean of the grouping not identified for career-
pathing.  This serves to confirm that affective organisational commitment is increased by 
career-pathing. 
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The multiple regression analysis in Chapter 3 indicated a significant positive relationship 
between affective organisational commitment and employee retention for the sample as a 
whole.  This finding is in line with the literature review in Chapter 2 that reported that job 
satisfaction hadbeen determined to be merely an indirect factor inan employee’s intention 
to resign, while organisational commitment has a direct influence (Mallol, Holtom and Lee,  
2007: 36).  This means that the more affectively employees are commited to the 
organisation, the less they will have intentions to resign.  The multiple regression analysis 
for the specific section of the sample identified for career-pathing indicated that affective 
organisational commitment does not contribute to the reduction of intent to resign.  The 
mulitple regression analysis for the section of the sample not identified for career-pathing 
pointed out that affective organisational commitment reduces intent to resign. 
 
The highest disagree rating (25.74%) received for the statements on affective 
organisational commitment was on the statement that reads “I really feel as if this 
organisation’s problems are my own”.  Management should thus work towards instilling a 
sense of ownership among employees in order to enhance this aspect of affective 
organisational commitment, which would further improve employee retention. 
 
5.2.2 Affective professional commitment 
 
Professional commitment was defined in Chapter 2 as the degree to which one identifies 
with a particular profession.  Those individuals with a large degree of professional 
commitment are distinguished as displaying an unwavering belief in and ratification of the 
profession’s goals, enthusiasm and effort on behalf of the profession as well as a firm 
aspiration to remain in the profession (Cho and Huang, 2012: 34).  
 
According to the research of Cho and Huang (2012: 35), professional commitment can be 
looked at from three distinct conceptual angles.   
 
 Firstly, professional affective commitment (PAC) is distinguished when someone 
remains with their profession purely because they wish to do so. 
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 In the case of professional continuance commitment (PCC) people remain in their 
profession as it would be complicated to depart from their current profession for the 
sake of joining another profession, and because leaving the current profession 
would result in theirearning less money and other job benefits. 
 Lastly, professional normative commitment (PNC) alludes to a situation where 
individuals stay within a profession because they feel that they have to. 
 
In Chapter 4, Table 4.2 illustrates an average mean score of 3.94 for affective 
professional commitment for the sample as a whole.  This suggests a very pleasing state 
of affairs with regard to affective professional commitment.  Furthermore, a mean score of 
3.99 for affective professional commitment on the part of respondents identified for career-
pathing as seen in Table 4.11, as well as an average mean score of 3.90 on the part of 
the grouping not identified for career-pathing as seen in Table 4.12 confirmthe positive 
mean score shown for affective professional commitment.  One could therefore say that 
affective professional commitment is not influenced by career-pathing. 
 
Based on the results of the multiple regression analysis in Table 3.7 (for the sample as a 
whole), in Table 3.8 (for the section of the sample identified for career-pathing) and in 
Table 3.9 (for the section of the sample not identified for career-pathing), affective 
professional commitment is not significantly related to intent to resign (as surrogate 
measure of employee retention).  Affective professional commitment therefore does not 
significantly increase employee retention. 
 
The managerial implications of this finding therefore suggest that managers should not go 
out of their way to increase their employees’ affective professional commitment in an 
attempt to enhance employee retention, as this is not likely to have a momentous impact 
on employee retention. 
 
5.2.3 Continuance professional commitment 
 
In the case of continuance professional commitment (CPC) people remain in their 
profession as it would be complicated to depart from their current profession for the sake 
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of joining another profession, and because leaving the current profession would result in 
their earning less money and other job benefits. 
 
Table 4.4 reveals an average mean score of 3.11 for the sample as a whole, which points 
to satisfactory continuance commitment to their profession on the part of all respondents.  
This means that those who find themselves in a particular profession foresee themselves 
continuing in that profession.  The average mean score for respondents identified for a 
career-path according to Table 4.15 is 3.37, and that of respondents not identified for 
career-pathing is 2.94 according to Table 4.16.  Continuance professional commitment is 
therefore seen to be lower in the case where employees are not provided with a career- 
path. 
 
Based on the multiple regression analysis results contained in Table 3.7, 3.8 and 3.9, 
continuance professional commitment is not significantly related to employee retention.  
 
These empirical results therefore imply that management would not gain a great deal in 
terms of enhancing employee retention as a result of focusing their resources on the 
development of employees’ continuance professional commitment.  If continuance 
professional commitment is regarded as a significant driver of employee retention in 
current employee retention strategies, managers should re-assess its significance in their 
employee retention strategies. 
 
5.2.4 Normative professional commitment 
 
Professional normative commitment (PNC) or NPC was described in Chapter 2 as a 
situation where individuals stay within a profession because they feel that they have to 
since that is the norm (Cho and Huang, 2012: 35). 
 
The descriptive statistics results indicate an average mean score of 3.00 for normative 
professional commitment in Table 4.8 for the entire sample.  Mean scores of 3.39 (on the 
part of the sample identified for career-pathing) and 2.73 (for the part of the sample not 
identified for career-pathing) are reported in Tables 4.23 and 4.24 respectively.  It is thus 
seen that a higher mean score is arrived at for normative professional commitment for the 
part of the sample identified for career-pathing. 
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The results of the multiple regression analysis in Chapter 3 have shown in Tables 3.7 (for 
the sample as a whole), 3.8 (for the section of the sample identified for career-pathing) 
and 3.9 (for the section of the sample not identified for career-pathing) respectively that 
normative professional commitment is not significantly related to employee retention. 
 
It would therefore not significantly serve management’s intention of enhancing employee 
retention by focusing effort and resources on the enhancement of employees’ normative 
professional commitment.  Management would have a better chance of improving 
employee retention by implementing career-pathing and enhancing affective 
organisational commitment. 
 
5.2.5 Career-pathing 
 
A career path is explained in Chapter 2 as a patterned series of jobs within a company 
(Raelin, 2002: 143) and it is furthermore said that a career-path sets out the career 
development phases on hand for a certain job category or profession (Loff, 2012: 7). 
 
The descriptive statistics reveal an overall mean of 3.22 in Table 4.3 for career-pathing, 
based on responses received from the sample as a whole.  This indicates reasonable 
satisfaction with career development opportunities.  Furthermore, there were overall mean 
scores of 3.68 (grouping identified for career-pathing) and 2.96 (grouping not identified for 
career-pathing).  A clear distinction is observed in that a below average mean score for 
career-pathing is obtained from the part of the sample not identified for career-pathing. 
 
Multiple regression analyses in Tables 3.7 (for the sample as a whole), 3.8 (for the part of 
the sample identified for career-pathing) and Table 3.9 (section of the sample not 
identified for career-pathing) have shown that career-pathing is significantly negatively 
related to intent to resign (as surrogate measure of employee retention).  This finding 
concurs with the literature review in Chapter 2 where Kerr-Phillips and Thomas (2009: 83) 
reported that research indicated a connection between intention to depart from an 
organisation and remuneration and career opportunities.  It was also reported in Chapter 2 
that recent academic research has indicated that the most effectual way to retain gifted 
employees within the South African and Singaporean employment arena orbit around the 
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construction of a challenging and stimulating work environment, as well as participative 
management (Kennedy and Daim, 2010). 
Career-pathing should therefore be seriously considered by management as a viable 
strategy toward improving employee retention. 
 
Attention is drawn to the fact that 43.56% of respondents disagreed with the statement 
“my organisation takes steps to ensure I maximise my career potential”.  Management 
should therefore take steps to ensure that employees maximise their career potential as 
this would improve employee retention. 
 
According to the literature in Chapter two, Jackson and Sirianni (2009: 281) have 
developed a conceptual model that provides service industry managers with all the 
essential components of a service employee career development programme.  The 
components of this model comprise the identification of strengths and weaknesses, 
mapping the appropriate course and taking action to achieve results. 
 The first step for management is the assessment of employees’ strengths and 
weaknesses, through which employees are equipped to select a direction in their 
career which is fitting for their personality, aptitude and ambition. 
 The second step of this career development process entails managers charting the 
appropriate direction for their employees.  The long-term career aspiration of the 
employee has to be determined as well as planning how to reach these career 
goals. The series of steps to be followed as a means to charting a career course for 
employees include socialisation; career workshops; individual career counselling; 
and career information services. 
 Thirdly, managers should undertake to strengthen the skills of their employees and 
overcome their weaknesses in order to ensure that they are prepared for any future 
opportunities.  The following elements comprise this phase, namely mentoring, job 
enrichment, coaching, training programmes, job rotation, and tuition assistance 
programmes (Jackson and Sirianni, 2009: 286). 
In addition to the recommendations provided above managers should also ensure that: 
 Employees have a clear career-path within the organisation; 
 That employees are adequately rewarded for remaining within the organisation 
for the long term; 
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 Employees understand the criteria to be met for promotion; and 
 The organisation promotes from within. 
 
5.2.6 Employee retention 
 
In Chapter 2, Sandhya and Kumar (2011: 1778) assert that employee retention can be 
described as the process through which an organisation’s workforce is motivated to 
remain in the employment of the organisation for as long as possible, or until such time as 
a specific project has been completed. 
 
The empirical results of this study display an average mean score of 2.48 (Table 4.5) on 
employee retention for the sample as a whole, and mean scores of 2.21 for the part of the 
sample identified for career-pathing (Table 4.17) and 2.66 for the section of the sample 
not identified for career-pathing (Table 4.18).  The means of below 3.00 can be 
understood to indicate positive perceptions regarding employee retention since intent to 
resign as a surrogate measure of employee retention was measured.  The mean of 2.21 
therefore indicates a higher perception towards employee retention on the part of 
employees identified for career-pathing.  The aggregate mean of 2.66 in the case of 
employees not identified for career-pathing suggests that these respondents are more 
prone to having intentions to resign than respondents who have a career-path. 
 
Management should become cognisant of the fact that employee retention is lower in the 
case where employees are not identified for career-pathing, and conversely employee 
retention is higher in the case where employees are identified for or have a career-path.   
Alniacik, Alniacik, Akcin and Erat (2012) have argued in Chapter 2 that increasing 
business competition compells company’s to employ highly skilled, motivated and loyal 
employees.  These employees should be dedicated to seeing the business succeed and 
plan to remain employed by the organisation for the long term.  Kennedy and Daim (2010: 
470) further stated in Chapter 2 that one of the key objectives of management today is to 
maintain the motivation and dedication of critical employees. 
 
Management would therefore go a long way toward increasing employee retention (or 
decreasing intent to resign) by implementing career-pathing programmes. 
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5.2.7 Growth need satisfaction 
 
Chapter 2 discusses the higher-order motivational needs as in Maslow’s Hierarchy of 
Needs theory of motivation, which is to say social, esteem and self-actualisation needs.  
These needs are alternatively called growth needs since a person becomes physically 
and psychologically healthy upon satisfying these needs (Maslow, 1970,as cited in 
Bagraim, 2011: 88).  Alderfer further understands growth needs as one’s yearning to be 
productive and creative, as well as to make optimum use of one’s skills (Bagraim, 2011: 
89). 
 
The empirical results reveal an overall mean score of 3.99 for growth need satisfaction for 
the sample in its entirety.  Furthermore an overall mean of 4.11 (Table 4.19) on the part of 
employees identified for career-pathing and 3.90 (Table 4.20) pertaining to respondents 
not identified for career-pathing are reflected.  These means all suggest a reasonably high 
level of growth need satisfaction being experienced by all respondents, although the mean 
of 4.11 for employees identified for career-pathing stands out from the rest. 
 
According to the multiple regression analysis conducted in this study, growth need 
satisfaction is not significantly related to intent to resign (as surrogate measure of 
employee retention).  Growth need satisfaction therefore does not play a major role in 
employees’ intent to resign.  Management should thus not consider growth need 
satisfaction as an integral or sole part of an employee retention strategy. 
 
Management should instead focus more attention on career-pathing as opposed to growth 
need satisfaction in an attempt to increase employee retention, as career-pathing would 
yield a greater result on employee retention than would growth need satisfaction.  
Management would draw benefit in terms of enhanced employee retention by improving 
growth need satisfaction in conjunction with career-pathing and affective organisational 
commitment. 
 
The satisfaction of growth needs should nonetheless be attended to in order to ensure the 
motivation of employees in general.  The literature in Chapter 2 indicates that growth 
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needs speak to an employee’s desire to be productive, creative and to make optimal use 
of one’s skills, the satisfaction of which would then be to the advantage of management 
and the firm. 
 
5.2.8 Job commitment 
 
Job commitment points to the degree of psychological identification that a person has with 
his or her job.  Someone that experiences job commitment regards their job performance 
level as an expression of their self-worth.  People who experience intense job commitment 
invariably have a strong sense of belonging in the particular job and are keen on 
performing well (Cunningham, 2011: 74).  
 
The results of the empirical research reveal an overall mean of 3.42 for job commitment in 
Table 4.7.  Table 4.21 shows an average mean score of 3.55 on job commitment for 
respondents identified for career-pathing, compared to an average mean score of 3.34 on 
the part of respondents not identified for career-pathing.  All three mean scores suggest 
reasonably good levels of job commitment; however the mean score of 3.55 for 
respondents identified for career-pathing is the highest, therefore suggesting more job 
commitment from those identified for career-pathing. 
 
According to the multiple regression analysis conducted in Chapter 3, job commitment is 
not significantly related to intent to resign (as surrogate measure of employee retention).  
Job commitment does not therefore play a significant role with regard to an employee’s 
intent to resign.  This finding is in line with the literature review in Chapter 2 where it was 
reported that job satisfaction has been determined to be merely an indirect factor in an 
employee’s intention to resign, while organisational commitment has a direct influence 
(Mallol, Holtom and Lee, 2007: 36).  Management should therefore not regard job 
commitment as a significant contributing factor in an employee retention strategy. 
 
This implies that where job commitment is in fact included as a vital feature in employee 
retention strategies, managers should reconsider the significance of job commitment as a 
direct and key driver of employee retention.  Job commitment should therefore rather be 
addressed as part of a larger employee retention strategy which includes proven 
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significant drivers of employee retention, such as career-pathing and organisational 
commitment. 
 
5.3 CHAPTER SUMMARY 
 
The empirical results emanating from the statistical analysis of the data in this study show 
that Affective Organisational Commitment (r = -0.349, p, 0.001) and Career-pathing (r = -
0.506, p, 0.001) are significantly negatively related to intent to resign (as surrogate 
measure of employee retention).  This means that the more affectively committed the 
employee is to the firm and the more employees are satisfied with career-path 
opportunities, the less they would have intentions to resign. 
The other variables, namely growth need satisfaction, job commitment, affective 
professional commitment, continuance professional commitment, and normative 
professional commitment, are not significantly related to intent to resign (as surrogate 
measure of employee retention).  This means that these variables do not play an 
important role in employees’ intent to resign. 
The R2 score of 0.412 indicates that the seven independent variables together explain 
41% of the movement in intent to resign, which means that these variables are important 
factors in employees’ decision to leave a firm, with Affective Organisational Commitment 
and Career-pathing being the most important. 
By paying attention to these findings, managers will ensure that employee retention is 
better addressed and thereby curbing unnecessary costs of replacing employees who 
resign. 
 
A shortcoming of this study is the fact that it was conducted among the employees within 
one petrochemical company within South Africa only.  It can therefore be suggested that 
future studies which seek to confirm the impact of the seven independent variables on 
intent to resign (as surrogate measure of employee retention) as used in this study be 
conducted in other petrochemical companies in South Africa. 
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ANNEXURE 1 
COVERING LETTER OF QUESTIONNAIRE 
 
Dear Respondent  
 
I am studying towards my MBA (Master’s in Business Administration) degree at the 
Nelson Mandela Metropolitan University Business School.  I am conducting research on 
factors that influence employee retention at a selected petrochemical firm.  I believe that 
my study will make an important contribution towards improving this aspect of 
businesses. 
You are part of our selected sample of respondents whose views we seek on the above-
mentioned matter.  We would therefore appreciate it if you could answer a few questions. 
It should not take more than fifteen minutes of your time and we want to thank you in 
advance for your co-operation. 
There are no correct or incorrect answers. Please answer the questions as accurately as 
possible. For each statement, tick the number (or box) which best describes your 
experience or perception.  For example, if you strongly agree with the statement, tick the 
number 5.  If you strongly disagree with the statement, tick the number 1.  Tick only one 
answer for each statement and answer all questions please.  We guarantee your 
complete confidentiality and anonymity. 
Please note also that your participation in this study is entirely voluntary and that 
you have the right to withdraw from the study at any stage.  Your participation in 
the study therefore indicates verbal consent. 
Thank you very much.  
Cherwin Saaiman 
072 1747450 
To verify the authenticity of the study, please contact Prof CA Arnolds at 041-5043825 or 
cecil.arnolds@nmmu.ac.za. 
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ANNEXURE 2 
SECTION A: THE MEASURING INSTRUMENTS 
 
GROWTH NEED SATISFACTION 
GNS 1 I have the opportunity to do challenging tasks at work 
GNS 2 I feel that I always learn new things from doing my work 
GNS 3 My job requires one to use a broad range of abilities 
GNS 4 In my job I need to make one or more important decision(s) everyday 
 
JOB COMMITMENT 
JC 1 My work provides me with the main satisfaction in my life 
JC 2 The most important things that happen to me involve my work 
JC 3 I am a perfectionist when it comes to my work 
JC 4 I live, eat and breathe my job 
JC 5 I am very much involved in my work 
JC 6 Most things in life are more important than work 
 
AFFECTIVE PROFESSIONAL COMMITMENT 
APC 1 Being in my profession is key to my self-image 
APC 2 I regret having entered my profession 
APC 3 I am proud to be in my profession 
APC 4 I dislike being in my profession 
APC 5 I do not identify with my profession 
APC 6 I am enthusiastic about being part of my profession 
 
CONTINUANCE PROFESSIONAL COMMITMENT 
CPC 1 I have put too much into my profession to consider changing now 
CPC 2 Changing professions now would be difficult for me to do 
CPC 3 Too much of my life would be disturbed if I were to change my profession 
CPC 4 It would be costly for me to change my profession now 
CPC 5 There are no pressures to keep me from changing professions 
CPC 6 Changing professions now would require considerable personal sacrifice 
 
NORMATIVE PROFESSIONAL COMMITMENT 
NPC 1 I believe people who have been trained in a profession have a responsibility to stay in 
that profession for a reasonable period of time 
NPC 2 I do not feel any obligation to remain in this profession 
NPC 3 I feel a responsibility to my profession to continue in it 
NPC 4 Even if it were to my advantage, I do not feel that it would be right to leave my 
profession now 
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NPC 5 I would feel guilty if I left my profession 
NPC 6 I am in my profession because of a sense of loyalty to the profession 
 
AFFECTIVE ORGANISATIONAL COMMITMENT 
AOC 1 I would be happy to spend the rest of my life in this organisation 
AOC 2 I enjoy discussing my organisation with people outside it 
AOC 3 I really feel as if this organisation’s problems are my own 
AOC 4 This organisation has a great deal of personal meaning for me 
 
CAREER-PATHING 
CP 1 I have a clear career-path with my company 
CP 2 I will be adequately rewarded if I stay with the company for the long term 
CP 3 I understand the criteria I must meet to be promoted  
CP 4 My company promotes from within 
CP 5 Opportunities for career advancement are important to me  
CP 6 I will remain with the company because I have a career-path within the company 
CP 7 Having a career-path within the organisation will not serve as motivation for me to stay 
with the organisation 
CP 8 My organisation takes steps to ensure that I maximise my career potential 
 
EMPLOYEE RETENTION 
ER 1 I will probably actively look for another job soon 
ER 2 I often think about resigning 
ER 3 It would not take much to make me resign 
ER 4 There is not much to be gained from working for this organisation indefinitely 
 
